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CS 
Co: 


Dear Prime Minister, 


In my capacity as head of the Public Service, I am pleased 
to submit to you this first Annual Report of the Clerk of the Privy Council 
and Secretary to the Cabinet on the Public Service of Canada. I also attach 
a companion volume entitled Public Service 2000: A Report on Progress. 


In the 18 months since the publication of the Government’s 
White Paper on the Renewal of the Public Service, much has happened that 
has affected the Public Service, and much has been done by way of reform 
and renewal. I am pleased with the progress we have made. It reflects 
above all the imagination and dedicated effort of many thousands of 
individual public servants. If there is any credit due for what has been 
achieved, it belongs to them. 


You will find in the pages of this Report and its companion 
volume clear evidence of progress toward the Public Service that 
Canadians will need in the years to come. You will see as well that much 
remains to be done. The Public Service is one of Canada’s great national 
institutions. For more than 125 years, public servants have made a vital 
contribution to building and sustaining this country. I am confident that 
the changes we are making today to renew the Public Service will equip it 
to continue that vocation of service to the Government and people of 
Canada. 


Yours sincerely, 


Va Lae 


Paul M. Tellier 
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INTRODUCTION 


...the policy for renewal set out in the White Paper will equip the 
Public Service to serve Canada and Canadians into the 21st 
Century. | 


The First. Report 


In December 1989, the Prime Minister announced the Government’s 
intention to reform and renew the Public Service of Canada to meet 
the challenges of the 21st century. In December 1990, the Government 
issued a White Paper setting out principles and specific objectives to 
guide the process of reform.’ The White Paper called for an annual 
report by the Clerk of the Privy Council "on the state of the Public 
Service in general, and for the next five years on the implementation 
of Public Service 2000 in particular." This is the first such Report. 


I have been closely identified with Public Service 2000. That is 
entirely consistent with my role as head of the Public Service. Like my 
predecessors, I am responsible for advising the Prime Minister and the 
Government on the Public Service as a whole, and on measures that 
may be required to ensure its continued vitality and relevance to 
Canada. 


This Report derives from that responsibility. It is a personal 
statement, setting out my own views on the Public Service today and 
where it is headed. It reflects the values and traditions of the Public 
Service as I understand them. It speaks to problems and challenges as 
I see them before us. 


The Report is accompanied by a second volume that describes in 
much greater detail than would be possible here the many different 
dimensions of public service renewal in departments and agencies 


' Prime Minister’s preface to Public Service 2000: The Renewal of the Public 
Service of Canada, (Ottawa: Minister of Supply and Services, 1990). 
* Ibid. 
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throughout the government. That companion volume, entitled Public 
Service 2000: A Report on Progress, fulfils the other half of the 
White Paper commitment to a public accounting of progress on 
Public Service 2000. 


The Report on Progress contains dozens of examples of what has 
been achieved by individuals and groups in all parts of government to 
improve service to the public and maintain a professional Public 
Service for the future. I would hope these examples will not only 
inform the reader, but also inspire other public servants to use their 
energy and imagination to achieve similar progress in their depart- 
ments. 


Recipients of the Report 
To whom is this report addressed? 


— First, to the Prime Minister who, as head of government, carries 
ultimate responsibility to Parliament for the programs and 
services provided by the Government to the people of Canada. It 
was the Prime Minister who in December 1989 launched the 
process of public service reform and renewal known as Public 
Service 2000. 


— To Ministers, who are responsible for the programs and services 
for which Canadians pay taxes. As much as any member of the 
public, Ministers depend on the quality and timeliness of the 
services — the advice and the support — that are provided to them 
by the Public Service. 


— Io Members of Parliament, who are responsible for holding 
Ministers to account for their management of government. 


— To public servants, who are both the authors and the subjects 
of public service reform. They have perhaps the most obvious 
stake in what changes are made to their workplace, and in better 
ways to deliver programs and services to Canadians. 


Most important, this Report speaks to the interests and concerns of 
the Canadian public. 


Canadians need and want the many thousands of different programs 
and services provided by the federal government in almost every area 
of Canadian life. Canadians have a major stake in the quality and 
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effectiveness of Canada’s Public Service. They will be the ultimate 
judges of the extent to which our project of renewal is a success. 


Where Are We Today? 


1991 was.a difficult year for Canada, and for the Public Service. The 
current process of constitutional renewal preoccupies federal and 
provincial governments and raises concerns in the minds of all 
Canadians about the future shape of their country. Governments and 
their employees have had to live with continuing fiscal restraint, with 
all its implications for diminished program resources and more difficult 
relations between management and labour. 


This is not an easy time to reform institutions or to try to renew a 
spirit of service and excellence in an institution as large as the Public 
Service. Yet despite the obstacles, and despite events such as the 1991 
public service strike, I am still able to report genuine progress in 
reform and renewal across a broad front of activity in all parts of 
government. This is shown clearly in the dozens of examples cited in 
the pages of the companion volume to this Report. 


Are we progressing as fast as I would like? No, but steady 
progress is being made and I believe that the process of change now 
has its own momentum, quite independent of those of us at the centre 
of government. Reform continues because individual employees, at all 
levels, understand the need to refashion their workplace, and to re- 
focus their efforts on service. That in itself is a major accomplishment. 


Has the Public Service been transformed in the 18 months since the 
publication of the White Paper? No, but that would be unreasonable 
to expect. I will say that the process of transformation is under way, 
and that the Public Service of the year 2000 will be very different 
from the one in which we are working today: 


— it will be doing those things that only government can and must 
do; 


— it will be more representative than it is today of the Canadian 
population it serves; 


— it will contain people with different skills, including current 
employees with new skills, working in organizations of different 
size and structure than the traditional department; 
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— most important, it will be led and managed in a new way: one 
that is more oriented to service and to results and much more 
aware of the importance of individual initiative in contributing to 
improvements and efficiencies. 


Throughout all these changes, I am confident that the Public Service 
will be guided, as it is today, by its traditional values of professional- 
ism, political neutrality and service. 


Are we now doing business in a fundamentally different way? No, 
but we are changing the way we do business — we are more focused 
on cost and value for money, increasingly oriented to results, and more 
receptive to innovation. Over time we will be serving Canadians 
differently and better. 


Do all public servants understand the need for renewal and the 
direction which that renewal ought to take? Not yet, but that is 
because in the end people change themselves, and that takes time. 


The essence of Public Service 2000 is to change the way people in 
the Public Service see themselves and their work. In this respect, 
Public Service 2000 is really a very simple idea, though it has perhaps 
taken us all a while to realize just what it was we were aiming toward. 
Our objective is to give all employees the encouragement and the tools 
they need, so that they can use their ingenuity to do the best possible 
job for Canadians. This is what I mean by a "change of culture." 
Getting to that new culture is what Public Service 2000 is all about. 


What we have achieved to date in this process of renewal is due to 
the dedication of many thousands of individual employees working at 
all levels of the Public Service. It also reflects the leadership and 
commitment of managers who can see that to provide the best possible 
service to Canadians they must put their trust in the people who work 
for them. Only by investing in people, and by encouraging initiative, 
can we meet the challenges that lie before government and the Public 
Service in the years to come. 
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1991 IN REVIEW 


The renewal of the Public Service will not be achieved simply 
through legislative and administrative action ... It requires 
fundamental changes in attitudes by Public Servants, by Minis- 
ters, by Parliamentarians and ultimately by the public. * 


1991: Key Events and Milestones 


1991 was a year in which measures to further the goal of fiscal 
restraint had a direct impact on the Public Service. The events of the 
past year show that the path of renewal is not an easy one. 


The 1991 Budget 


The 1991 Budget was aimed in part at further reducing the costs of 
government. This was necessary not only to keep the Government’s 
fiscal house in order and maintain progress on reducing the deficit, but 
also to demonstrate to Canadians that the federal government was 
prepared to set an example of restraint in its own operations and 
notably in its own wage levels. 


Wage Restraint 


It was announced after the Budget that there would be no increase in 
public service wages and salaries — for both unionized and non- 
unionized personnel — for 1991-92 and an increase of up to three 
percent in 1992-93 and 1993-94. The salaries of Deputy Ministers and 
other Governor in Council appointees were also frozen. Later it was 
announced that performance pay for executives was suspended for one 
year. The loss of performance pay meant an average reduction of five 
percent in take-home pay for Deputies and executives. 


> [bid., p. 104. 
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Ten Percent Reduction in the Executive Group 


At the same time, the decision was taken to reduce by 10 percent the 
- number of executive personnel in the government — the roughly 4,750 
most senior public servants below the level of Deputy Minister. This 
means that by 31 March 1993 there will be at least 475 fewer 
executives working in the Public Service. As of 31 March 1992 there 
had been a reduction of 362 executives. 


A government-wide program of "de-layering" in departments was 
also introduced. This has resulted in the elimination, in all but a very 
few cases, of any more than three layers of executive management 
below the Deputy rank in any department of government. 


The 1991 Strike 


Public service wage restraint was strongly criticized by the heads of 
the public service unions. They pointed out that federal wage settle- 
ments since 1985 had been consistently below those in the private 
sector or in provincial public services. They noted that, contrary to the 
image of the Public Service as over-paid and under-worked, the 
average salary of their members was much less than commonly 
believed." 


Despite efforts on both sides to avoid a damaging work stoppage, 
in September of 1991 the Public Service went through its first national 
strike in over 10 years when members of the Public Service Alliance 
of Canada, the largest public service union, went on a legal strike in 
an effort to get the Government to change its position on wages. 


The strike was a significant event, both for those on the picket lines 
and for those who were trying to maintain programs and services in 
the meantime. Canadians who were denied access to government 
services during the strike were reminded of the extent to which they 
depend on those services in normal times. 


The strike created real tension not only on the picket line, but also 
in the workplace after strikers returned to work. Public Service 
managers and employees faced the challenge of rebuilding an 


+ The average salary of members of the largest union — the Public Service 
Alliance of Canada — in 1990 was $33,066. 


1991 IN REVIEW 


atmosphere of trust and teamwork among colleagues who may have 
been on different sides of an obviously emotional issue. 


Al-Mashat 


The Al-Mashat affair also captured public attention in 1991. It was a 
difficult experience for all concerned, and one from which no 
individual or institution emerged unscathed. The affair caused many 
people, both inside and outside government, to think carefully about 
the doctrine governing the accountability of Ministers and officials. 
The principles are clear — Ministers are responsible to the House of 
Commons for what is done in and by the Government; officials are 
responsible, fof what they do, to their superiors and ultimately to 
Ministers. Annex III of the Report on Progress sets out the principles 
and their practical application very clearly. I want to draw them to the 
attention of all public servants in order that they may have no doubt 
as to where they stand in relation to the responsibility .of their 
Ministers and their own accountability. 


Priorities and Objectives for the Past Year 


In May 1991, I set out five priorities for Deputy Ministers for that year 
in relation to public service renewal. Those priorities were: 


introducing service standards and client surveys as ways to 
improve service and to build a continuing dialogue with clients; 


— reducing the number of levels of management in departments to 
improve efficiency and flexibility; 


— increased delegation of authority, especially to the regions — 
again, to improve front-line service; 


— improved career planning, especially with respect to women; 


— fostering the work of "councils for change" in departments, as 
mechanisms to ensure continuing progress in reform and renewal. 


The companion document, Public Service 2000: A Report on 
Progress, reviews in detail what has been achieved in these areas over 
the past 18 months. 
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Progress in the Five Priority Areas 


In some areas, such as reducing the number of levels of management, 
progress has been clear. As noted above, with very few exceptions, 
there are now no more than three levels of executive management 
below the Deputy Minister level. In other areas such as service 
standards, the pace of change has been slower but is now accelerating 
as departments realize the benefits to be gained by developing 
standards in consultation with their clients. 


There has also been substantial progress with respect to delegation 
of authority. Delegation to departments from central agencies has 
generally increased, in some cases quite substantially (though not 
always to the degree desired by departmental management). Delegation 
within departments varies, as it should. Departmental circumstances are 
not the same, and the capacity of managers at different levels in 
different departments to exercise delegated authorities properly varies 
depending on their experience, training and program size. This is an 
area where I look for continued progress over the coming year. 


The term "councils for change" refers to departmental fora that 
bring together a representative group of employees to foster innovation 
and renewal, particularly on "people issues." Virtually wherever they 
have been tried they have been useful in helping to launch and 
reinforce the process of change in departments. I would expect them 
to become a continuing feature of good management in government. 


The area where the record is most ambivalent is that of career 
development. On the one hand, there have been many positive things 
done in departments and agencies to improve training and develop- 
ment, to foster mobility and to make better use of people. These 
initiatives are described in the chapters of the accompanying Report on 
Progress. Many of these new programs have already had a positive 


impact on the jobs and careers of employees; they are not just plans 
or statements of good intention. 


At the same time, the scope of these initiatives has been limited. 
This is particularly true in areas such as employment equity and career 
development for those in support staff positions. I am not satisfied that 
we are yet making the fullest use of the immense reservoir of talent 
available in the Public Service. I am not yet able to report "full speed 
ahead" on the acquisition of new skills by our employees. This area — 
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career development — remains an important challenge for the coming 
year and will remain so in the years ahead. 


Overall Assessment of Progress 


Shortly after the launch of the initiative, I remarked that Public 
Service 2000 is "10% legislative change, 20% change in systems, and 
70% change in attitudes and practices within departments and 
agencies."” 


The overall objective of these changes is better service to Canadians 
and to their Government. The following sections assess progress in 
those terms. 


Improvements in Service 


Bottom-line improvements in service are the real touchstone of our 
success in Public Service 2000. 


Service improvements are driven by individual Ministers and their 
departments, and often by individual work units and employees. They 
are not a matter of direction or control from outside the department, 
though central agencies can facilitate service improvements by cutting 
red tape, delegating more authority and generally fostering innovation. 


Public Service 2000: A Report on Progress lists many examples of 
specific improvements that have been made in departments such as 
Revenue Canada Taxation or Fisheries and Oceans. These changes 
involve quantifiable improvements in responsiveness to clients that 
would be the envy of any large organization in the private sector. 


Many of these improvements in service are noticeable to Canadians, 
as virtually anyone who has had recent dealings with their local 
income tax office would attest. Forms are simpler, service is faster, 
technological innovation is obvious. Similar kinds of improvements — 
whether in turnaround time for passport applications or access to 
electronic bulletin boards for suppliers — can be found in every 
department and agency. These improvements have been delivered 
despite an actual decrease in available resources. 


> "Revitilization and Renewal," a speech to the Association of Professional 


Executives of the Public Service, January 1990. 
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But Canadians are aware that their hard-earned tax dollar does not 
seem to return as much in programs and services as it did in years 
gone by. They are right. In 1984, Canadians were receiving $1.33 in 
programs and services for every dollar they paid in taxes, the 
remainder was borrowed. Today, as the Government continues its 
program of fiscal restraint, Canadians are still paying their tax dollar, 
but a growing share is being used to pay interest on the debt. What 
this means for the Public Service is that we cannot buy our way to 
better service. We have to get there through innovation and by 
removing bureaucratic obstacles to efficiency. That 1s what we are 
doing in Public Service 2000. 


A Commitment to Consultation 


We are taking important steps toward greater consultation with 
Canadians in the development of policies and the delivery of programs. 
It takes time to change people’s attitudes, and we still have a long way 
to go before we reach the level and quality of consultation which 
Canadians and their Governments expect. Nevertheless, we are making 
progress. 


Under the guidance of Ministers, more and more departments are 
working in close cooperation with their clients in changing programs, 
or developing new ones. 


For example, Employment and Immigration’s National Labour Force 
Development Board, with its several regional offshoots, was created as 
a way to give employers and labour a major stake in decisions on the 
allocation of training funds. It represents a significant change in how 
the government does business. 


Other examples include the extensive consultations undertaken by 
Revenue Canada, Customs and Excise before implementing the GST, 
and by Statistics Canada in the preparations for the 1991 census. 


The general point is that the Public Service is serving the Govern- 
ment and Canadians with a new sense of commitment to the views of 
clients. The result should be better policies and programs, and better 
understanding among Canadians about their government. 
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A Change in Organizational Culture 


Through Public Service 2000, we are trying to create an environment 
in which public servants can be more responsive and more innovative 
by giving them a real stake in the services they provide to Canadians. 


Change is happening, often in ways that are difficult to quantify but 
nevertheless real. More and more government organizations, for 
example, are involving employees in the definition of departmental 
objectives and levels of service; more and more are adopting mechan- 
isms for upward feedback and other means of improved internal 
communication. All departments are coming to realize that successful 
decentralization depends on trust in employees to provide better 
service. 


In many places, we are seeing the first signs of a real transformation 
in management culture. The old "command and control" model is not 
dead yet, but it is rapidly being replaced by a new kind of institutional 
culture in which people are valued and decisions are taken with much 
greater input from those who have to implement them. 


The Deputy Minister Community 


Deputy Ministers serve Ministers directly; they are responsible, at the 
officials’ level, for the leadership of institutions with multi-billion 
dollar budgets and tens of thousands of employees; they exercise legal 
management authorities bestowed upon them by the Treasury Board 
and the Public Service Commission; they deal on a daily basis with 
client groups of all sorts. By exemplifying the values of Public Service 
2000, Deputy Ministers can demonstrate to all their employees that the 
process of reform and renewal is alive in their departments. For all 
these reasons, they play a key role in the broader process of public 
service renewal. 


Better communication at senior levels has been one of my personal 
priorities — through weekly breakfast meetings with all departmental 
deputies, annual retreats, twice-yearly sessions with the community of 
Assistant Deputy Ministers and a variety of other mechanisms. 
Effective leadership is based on good communications and a collegial 
approach to work. That is one of the principles underlying Public 
Service 2000. 


Since my appointment as Clerk I have given particular attention to 
the management of the community of Deputy Ministers. This group of 
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50 includes approximately 30 departmental deputies and another 20 or 
so persons serving as Associate Deputy Ministers or carrying out other 
senior functions. One of the key objectives of Public Service 2000 has 
been to ensure that the men and women at this most senior level of the 
Public Service have the leadership, communications and management 
skills to lead the institutions of government successfully in the years 
ahead. 


I am particularly pleased with the progress we have made in recent 
years with. respect to the representation of women in the Deputy 
Minister community. At present, 10 of 50 Deputy Ministers, or 20 
percent, are women. This is a higher percentage than in the Executive 
Group as a whole, and nearly twice the representation that existed in 
1984. I am committed to similar progress with respect to members of 
the other employment equity designated groups. 


The representation of Francophones in the Deputy Minister 
community remained much the same between 1984 and 1991 at about 
30 percent. 


Another of my priorities in relation to Deputy Ministers has been to 
increase the time they spend in their positions. In 1986, Deputies had 
been in their jobs for an average of 18 months; by 1991, average time 
in position had increased to 29 months, and about 40 percent of 
Deputies had been in their jobs for three years or more. This steady 
increase has allowed Deputies more time to learn about their depart- 
ments and thus better manage the entire range of departmental 
activities. It has also enabled Ministers and Deputy Ministers to get to 
know each other well and to work together effectively as a team. 


A successful reform exercise must be top-down as well as bottom- 
up. By paying more attention to the management of the Deputy 
Minister community, and by holding Deputy Ministers more clearly 
accountable for how well they manage people and organizations, we 


are sending a strong signal to the entire Public Service that reform is 
a continuing priority. 


Legislation 


On 18 June 1991 the Government introduced Bill C-26, the Public 
Service Reform Bill. This omnibus legislation incorporates changes to 
the Public Service Employment Act, the Public Service Staff Relations 
Act and the Crown Assets Disposal Act that are together intended to 
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give statutory effect to the goals and values of Public Service 2000. 
The Bill was developed through a long process of consultation with 
employees and with public service unions. 


The passage of the Public Service Reform Bill will create the 
Statutory framework necessary for a modern personnel management 
regime in the Public Service. It will permit changes in classification to 
increase mobility and opportunity for employees. It will allow for the 
more rapid deployment of employees from one job to another at the 
same level, with their consent. It will provide the necessary legal 
foundation for the establishment of employment equity programs. It 
will simplify collective bargaining and permit better and more 
constructive conflict resolution. It will streamline provisions relating 
to termination and demotion. 


It would take too long to enumerate all of the changes that the 
Public Service Reform Bill will bring to the Public Service. The key 
point is that this legislation will have a significant and positive impact 
on the way in which the Public Service will operate in the years to 
come. 


Systems 
Here again, we have passed some important milestones, including: 


— the introduction of Operating Budgets, which will give depart- 
ments and agencies much greater flexibility in allocating 
resources to meet changing program needs; 


— the creation of Special Operating Agencies, anew organizational 
form that brings a business-like bottom line to the operation of 
business-like functions in government; 


— the creation of the Executive Group with fewer pay bands; 


— the systematic delegation of greater levels of authority from the 
centre to departments, and within departments out to the regions, 
in personnel, finance and administration; 


— making common services optional in areas such as architecture, 
engineering and tenant services; 


— the establishment of "councils for change" as departmental fora 
where employees at all levels can be involved in shaping 
improvements in people management; 
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— the development of mission statements to articulate a clear, shared 
raison d’étre and bring about a client-centred culture in 
departments. 


One critical area where progress will be essential in the coming year 
is classification. Of all the system-wide reforms undertaken since the 
White Paper, classification is one of the most important. A simpler 
classification structure will provide greater flexibility within organi- 
zations; it will improve mobility and opportunities for career 
advancement. 


Consensus on the Need for Reform 


For many thousands of public servants, Public Service 2000 has 
become a reference point on which they can base changes they want 
to make in their workplace. The goals and values of Public Service 
2000 are cited not just by managers seeking new efficiencies or greater 
productivity, but by employees at all levels. They have perhaps the 
biggest stake in the quality of their working environment and the 
quality of services delivered to Canadians. 


Obviously, not all public servants or public service unions would 
endorse the changes that have been made so far, or those that are now 
being proposed to Parliament. Given the events of the past year, and 
the fact that change is inevitably disruptive and often threatening, 
universal approval would be too much to expect. 


But even the critics would not deny the need for change and 
renewal inside the Public Service. And the many points of agreement 
on all sides over such things as the need for classification reform, the 
need to cut red tape, the need to focus on service, the need to invest 
in training, the importance of good communication — these prove more 
eloquently than any statement of policy or any survey of employees, 
that public service reform is not an option, but a necessity. 


Il 
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Areas for Special Attention 


Obviously, there are areas of government where the pace of change 
and renewal is slower than in others. Change is good news for some, 
and bad news for those who have a personal or professional stake in 
the status quo. Change creates anxiety in the minds of many public 
servants who are struggling to cope with downsizing and resource 
restraint. 


These are all realities of life in large institutions. They are not 
unique to the Public Service. They are factors in any process of 
institutional change. 


Combatting Scepticism 


It is the employees "in the middle" who are often the most sceptical of 
the promises held out by Public Service 2000. They are the ones who 
recognize the need for change but are perhaps uncertain or apprehen- 
sive about how to bring it about. They have a strong commitment to 
their vocation as public servants and to their clients in the public. Yet 
they are also doubtful about whether the reforms they see around them 
are genuine, and whether those changes will really benefit the Public 
Service. 


These attitudes are healthy ones. They reflect the traditional 
independence of thought and sense of personal commitment that have 
long characterized the Public Service. Today, the challenge for public 
servants at all levels is to demonstrate that reform is real, that change 
is in the best interests of all employees, and that only through a 
renewed Public Service can we serve Canadians in the manner they 
deserve. 
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CHALLENUES DN me 


Renewal on the Front Lines of Service Delivery 


In people terms, the process of reform will have succeeded when the 
employee on the front line — the person working at an airport service 
counter or an inspection station or an Employment Centre — has the 
motivation, the opportunity and the support that he or she needs to 
serve Canadians as well as possible. 


Priorities for 1992 


The Public Service has a vital contribution to make at this critical time 
in Canada’s history. I see three particular challenges before us in the 
coming year. 


Service 


Our first challenge for 1992, as I see it, must be to deliver meaningful 
progress to Canadians in the area of service. This means in particular: 


— defining, applying and communicating standards of service; 


— achieving perceptible improvements in the efficiency and quality 
of service delivery, at lower cost, through mechanisms such as 
co-location and "single-window" services announced in the 1992 
Budget; 


— giving Canadians tangible proof of positive change, in order to 
maintain their continued support for public service renewal. 


Departments that have made the greatest headway to date in 
improving their services are those that have worked closely with their 
clients. This should continue to be a priority for all departments in the 
coming year. Consultation, regular feedback mechanisms such as client 
Surveys, and simply keeping the lines of communication open will 


make a real difference to the quality of programs and how they are 
implemented. 


People 


The 1991 strike had a traumatic impact on the Public Service. The 
strike strained relationships within the workplace and caused many 
public servants to think hard about their values and their sense of 
vocation. Lessons were learned by management, by the unions and by 
all employees. Our second challenge, therefore, must be to consolidate 


CHALLENGES FOR 1992 


the process of healing and renewal within each work unit so that our 
capacity to serve Canadians is not impaired, and so that the process 
of positive change can continue. 


Deputies must attach a special importance to: 
— communicating with their employees; 
— ensuring they understand where the process of reform is headed: 


— dealing fairly with them over matters such as downsizing and 
resource restraint; 


— preserving funds for training; and 


- implementing departmental assignment programs to give 
employees broader exposure and experience. © 


Deputies and their management teams must demonstrate to all 
employees that the values of Public Service 2000 are expressed in the 
daily life and work of the department. Nothing could be more 
important to the credibility and the success of this entire process of 

reform. | 


Internal Communication 


A third challenge relates again to the internal environment and to the 
various efforts that have been made to improve communication within 
departments and especially between headquarters and the regions. We 
are making profound changes in how we deal with external clients. I 
think we need to pay equal attention to internal consultation, for 
essentially the same reasons — better programs and better services to 
Canadians. 


Conclusion 


In this difficult environment, the first duty of public servants is of 
course to serve — with continued loyalty and dedication, with hard 
work, with imagination, and with a sense of love for their country and 
respect for their fellow citizens. 


The second duty of the Public Service is to continue the task of re- 
tooling itself. If Canada is to survive and prosper, it will be in part 
because it enjoys the benefits of a committed, modern, flexible and 
professional Public Service. This will be one of our most important 
legacies to future generations. 
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CANADA 


CLERK OF THE PRIVY COUNCIL AND 
SECRETARY TO THE CABINET 


March 25, 1994 


Dear Prime Minister, 


Pursuant to section 47.1 of the Public Service 
Employment Act, | am pleased to submit to you this Annual Report 
on the Public Service of Canada. This Report covers almost 
exactly the period of my tenure as Clerk of the Privy Council and 
Secretary to the Cabinet. I was sworn in on July 1, 1992 and, as 
announced, I will be retiring on March 28, 1994. This is also the 
first Report since the Clerk of the Privy Council assumed formal 
responsibility as Head of the Public Service in April 1993, with the 
proclamation of the Public Service Reform Act. 


The past year has been a memorable one for the 
country and no less so for the Public Service of Canada. In the 
time since my predecessor, Paul Tellier, submitted the first Clerk’s 
Report in June 1992, there have been many initiatives and events 
that have had a significant impact on the Public Service, not the 
least of which was a general election and the arrival of the new 
Government. But even internally, decisions such as successive 
reductions in operating budgets, the continuing freeze on salaries 
and the organizational changes of June and then November 1993 
have all affected the Public Service directly. 


Despite increasing public demands for services, and 
ever-diminishing resources, public servants from coast to coast have 
continued to do a first-class job. Their sense of duty, their 
dedication to service and their commitment to excellence should be 
a source of pride to them and to all Canadians. 


This Report is a personal statement, reflecting my 
views of what has happened to the Public Service, what public 
servants have done that is of wider interest and significance, and 
how I see the challenges ahead. It also contains a brief “‘report on 
progress’’ in the current process of change and renewal. 


In submitting this Report, I am reminded of how 
privileged I have been to serve as Head of an organization that is 
the largest and certainly among the most important in Canada. And 
I am struck by the extraordinary changes I have seen during nearly 
32 years of service, in four departments, both in Canada and abroad. 
I began my career as a junior officer in External Affairs when that 
Department was housed in the East Block on Parliament Hill and 
much of the rest of government could fit into a few older buildings 
in central Ottawa. I am concluding it in the Langevin Block, with a 
fine view of my starting place just across Wellington Street. But 
what is constant in the architecture of Ottawa belies what has 
changed: between 1962 and 1994, the Public Service has altered 
immensely, and in my view much for the better. 


Where 30 years ago, business in the Public Service 
was done entirely in English, we are now a proudly bilingual 
institution, able to serve Canadians in the language of their choice 
from British Columbia to Newfoundland. Whereas in the Public 
Service of the 1960s, there were virtually no women in senior 
positions, I am now leaving a Privy Council Office in which women 
occupy almost exactly 50 percent of the positions at senior levels, 
and my successor is a woman. That is something no other major 
country can boast. 


Where “‘management’’ was once a concept reputedly 
scorned inside the Public Service, it is now esteemed: where we 
once talked of ‘‘administration’’, we now realize the word is 
‘‘leadership’’; where we once emphasized caution and control, now 
we emphasize service and innovation. And of course there has been 
a revolution in technology. We in the Public Service are among the 
country’s leading innovators in the application of information 
technology in large organizations. The change in how we do our 
work has been profound, and even greater changes are on the 
horizon. 


I note these longer-term changes because I believe that 
only in this larger context can we fully appreciate the changes that 
have been taking place in more recent years — they are part of a 
long-term process of change and renewal. 


We are now looking toward a new century. I have no 
doubt that the Public Service of Canada will continue to adapt and 
evolve — in response to the changing needs of the country in a 
changing world and the evolving priorities of the Government of the 
day. But one thing will not change: our mission will always be that 
of providing top-quality, professional advice and Support to the 
Government and the best possible service to Canadians. 


As we move forward in this continuing process of 
change and renewal, I am heartened by the confidence you have so 
clearly expressed in the Public Service; by your reaffirmation of 
traditional public service values; and by the very positive 
relationship that you and I have enjoyed during these first months of 
your administration. 


I have no doubt that under your leadership, and that of 
the Honourable Marcel Massé as Minister responsible for Public 
Service Renewal, the Public Service of Canada will meet the year 
2000 better equipped and better able to serve the needs of 
Canadians. I wish you and my successor, Jocelyne Bourgon, the 
very best in your stewardship of this great national institution. 


Yours sincerely, 


Glen Shortliffe 


%; 
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INTRODUCTION 


The Wider Context of Renewal 


In my capacity as Head of the Public Service, I am pleased to present 
this Second Annual Report to the Prime Minister on the Public Service 
of Canada. The requirement to submit an annual report is one of the 
new provisions of the amended Public Service Employment Act, which 
was proclaimed into law in the spring of 1993. 


As the law requires, this Report sets out my views on the state of 
tne Public Service. It describes some of the key events that have 
affected the Public Service over the past 18 months,’ and it recounts 
progress on the longer-term process of restructuring and renewal. It 
also provides an opportunity for me to set out what I regard as the 
principal challenges that lie ahead for the Public Service, both in the 
short term and over time. 


The context within which this Report is set, and without which the 
current state of the Public Service cannot properly be assessed, is the 
continuing process of change and renewal that has been at work in the 
Public Service of Canada over the past decade and indeed well before 
that.” The most recent major initiative in this regard has been Public 
Service 2000, an initiative launched by then-Prime Minister Mulroney 
in 1989.° This system-wide process of reform and renewal was 
intended to prepare the Public Service for the challenges of the 21st 


' Strictly speaking, the present Report is intended to cover the period since the 
submission of the first Report, i.e., since June 30, 1992. I would expect that in future 
years, reports would be submitted by the end of the fiscal year (i.e., March 31), to 
cover the period of the immediately preceding calendar year (December 31). 

> I would note the significant reforms occasioned by the Glassco Report of 1963 
and also the work of the Lambert and D’ Avignon commissions in the late 1970s. 

* See the Prime Minister’s press release of December 12, 1989. 
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century. It served as the focus of the Clerk’s first Annual Report on 
the Public Service in 1992.* 


The guiding principles and major objectives of Public Service 2000 
were set out in the Government’s 1990 White Paper on the Renewal 
of the Public Service.’ The principles and values of Public Service 
2000 have been endorsed in broad terms by the new Government. 
They include recognition of the value of skilled, adaptable employees; 
a focus on service; and a commitment to continuous learning and 
innovation within organizations. Those principles and values remain 
valid today as guideposts for change and renewal in the Public Service. 


The process of almost continual change that has characterized the 
Public Service in recent years has not been unique to Canada, nor to 
the federal government. We have seen major reforms in the public 
services of the United Kingdom, Australia, France, New Zealand, 
several Canadian provinces and, most recently, a new and high-profile 
undertaking in the United States led by Vice-President Gore.° These 
various initiatives, while distinctive in some respects, share a common 
origin — the need for governments to adapt to global forces of change 
that have transformed the economies and societies of the entire world. 
They also share many common features — greater flexibility in 
organization, investment in human_resources, modernization of 
personnel systems, a commitment to consultation and a general 
openness to ideas from outside government. 


Only if we situate the current process of public service renewal in 
this international context can we fully appreciate the challenges we 
face here in Canada and the kinds of changes we will have to make if 
the Public Service is to remain an effective national institution. 


* See Public Service 2000: First Annual Report to the Prime Minister on the 
Public Service of Canada, by Paul M. Tellier, Clerk of the Privy Council and 
Secretary to the Cabinet, Ottawa, 1992. 

> Public Service 2000: The Renewal of the Public Service of Canada, Ottawa, 
1990. 

° See the Report of the National Performance Review, ‘‘From Red Tape to 


Results: Creating a Government that Works Better and Costs Less,’’ Washington, 
Koo. 
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Among the most significant of the forces bearing on the Public 
Service today is a growing scepticism in Canada about the value of 
public institutions, including the Public Service. This is a fact of public 
life in many countries, one to which not only politicians but also 
public servants must respond. As Head of the Public Service, I am 
gratified by the way in which the new Government has responded: the 
Prime Minister has made it clear, both inside government and publicly, 
that he values and respects the Public Service and that he expects his 
ministerial colleagues to work in a traditional relationship of closeness 
and trust with their officials. This certainly has been the characteristic 
of the Prime Minister’s relationship with me and my senior colleagues. 


Another factor that helps set the context for renewal, and that also 
conditions the working lives of individual employees, is the continuing 
pressure of fiscal restraint. Since 1984, there have been a dozen 
successive reductions in the operating budgets of departments. This 
continuing resource squeeze has made efficiency in operations more 
than an objective; it has become a necessity. In many areas, however, 
we are approaching the limits of what can be done to maintain 
programs and services at current levels without additional resources. 
This is one of the factors motivating the Government’s recently 
announced program and efficiency reviews.’ If the money is simply 
not there, or will not be there in the future, then governments will have 
to rethink what they are doing, and how. In the same spirit, the 
Government’s review of overlap and duplication between the federal 
and provincial governments aims at fundamental decisions on what 
governments should be doing, at what level, and through what delivery 
mechanisms. 


Governments, whether here in Canada or abroad, face new chal- 
lenges in health and social policy, in dealing with issues of economic 
development in a globalized economy, and in responding to the needs 
of citizens affected by environmental or other changes over which they 
have little control.’ At the federal level, it is the Public Service that 
is the principal instrument of government in responding to these 
emerging problems. Only if the Government has the benefit of the best 


’ See The Budget Plan, February 1994, page 28. 

* I am thinking, for example, of the challenge to both the federal government and 
the Government of Newfoundland in responding to the crisis in the Newfoundland cod 
fishery. 
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possible advice and support, the most innovative policy ideas and the 
most efficient programs, can it respond adequately to the needs of its 
citizens. The Prime Minister has made a commitment to a real 
partnership with the Public Service, and his message has been very 
well received by all public servants. The Public Service is responding 
to this challenge with the professionalism that is to be expected of it. 


The past year has been a difficult period for public servants. Change 
is always stressful, and in the last year we have undergone some of the 
most significant changes in organization ever witnessed in the Public 
Service of Canada. To the extent that change in government is 
controllable, it is largely a matter of political decision and responsibil- 
ity. But I owe it both to the public and to my fellow public servants 
to set out what was done, and why I think the changes of the past year 
have positioned the Public Service to help our Government address the 
major issues facing Canada. 


I am proud of the way in which public servants, in all departments 
and agencies of government, have dealt professionally and responsibly 
with the changes imposed on them over the past nine months. Despite 
the inevitable confusion and uncertainty created by organizational 
change, despite individual anxiety over jobs and careers, the men and 
women of the Public Service have delivered their programs with the 
same expertise and dedication that Canadians have always expected. 
Services were maintained in hundreds of federal offices across Canada; 
the cheques went out on time; advice went to Deputies and Ministers 
with the same care and expertise as before; and when a new Govern- 
ment took office, it found a loyal and professional body of public 
servants waiting and willing to serve it. That in itself is a testament to 
the quality of the men and women who make up this national 
institution. 


Il 


THE YEAR IN REVIEW 


Several events over the past 18 months have had a significant impact 
on the Public Service of Canada. 


Constitutional Reform 


The process of Constitutional reform dominated the Canadian scene 
and the Government’s agenda for the greater part of 1992. Extensive 
consultations and negotiations were carried out in an effort to arrive at 
a constitutional package which both governments and citizens could 
endorse. Those talks led to the Charlottetown Accord, which was 
ultimately rejected in the October 26 referendum. 


A major issue during this period of constitutional negotiations was 
the division of responsibility for certain policy and program areas and 
how these program activities could best be co-ordinated between the 
federal and provincial governments. Federal public servants provided 
outstanding advice and support to the Government throughout this 
intensive period. The results of their work remain important today 
as the federal and provincial governments continue to collaborate on 
ways to improve the efficiency of services provided by government to 
Canadians. 


Restraint 


After the referendum, attention focused again on the Canadian 
economy. As part of the Government’s strategy to control the deficit 
and ensure stronger economic growth, the December 2, 1992 Economic 
Statement reduced operating costs for all departments by three percent 
for the 1993-94 and 1994-95 fiscal years, and froze the salaries of 
public servants for two years, through 1994-95. 


The April 1993 Budget announced further restraints on expenditures 
for government operations. Significant cuts to departmental operating 
budgets, including reserves for contingencies and new initiatives, were 
announced for the duration of the fiscal framework. These measures 
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reflected the continuing need to reduce the cost of overheads and to 
maximize the value of program spending. 


As a result of the June 25 reorganization (see below), an additional 
$150 million was cut from operating budgets. And in the February 
1994 Budget, further reductions of $1.5 billion in operating budgets 
over the three fiscal years 1994-95 to 1996-97 were announced. 


This continuing program of restraint has a significant impact on 
government operations, but it also has a direct effect on employees. In 
the February 1994 Budget, the Government announced a two-year 
extension to the wage freeze and the suspension of pay increments’ 
for the Public Service and other federal employees and appointees. 
This means that the salaries of public servants will have been frozen 
for five of the six years between 1991 and 1997. 


In addition, performance pay for executives has been eliminated 
since 1991-92 and for Deputy Ministers since 1990-91. Funding to 
provide for performance pay had originally been taken out of the 
salary base for those employees. Its elimination has meant an actual 
reduction in income for these more senior employees in the order of 
five percent per year for average performers and progressively more 
for those with above-average performance. This has had a particular 
impact on the very people to whom we are looking for leadership in 
departments and agencies. 


For unionized employees, the 1994 Budget also included a freeze on 
pay increments through which employees have normally progressed 
within a particular salary range up to the ‘‘job rate’’ for the position 
they hold. Here too, the financial impact on individuals is significant. 


Passage of Bill C-26: the Public Service Reform Act 


A milestone in the renewal of the Public Service was reached when 
Bill C-26, the Public Service Reform Act, was passed by Parliament in 
December 1992 and then proclaimed into law on April 1, 1993. This 
marked the first major overhaul of the legislation dealing with the 
management of the Public Service in over a quarter of a century. The 


9 : : : 
Such increments are not and have not been provided to executives and Deputy 
Ministers. 
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new legislative framework provided a statutory footing for many of the 
changes in human resources and administrative management envisioned 
in the Public Service 2000 White Paper. 


The Act contains amendments to the Public Service Employment 
Act, the Public Service Staff Relations Act, the Financial Adminis- 
tration Act and the Surplus Crown Assets Act. It includes provisions in 
areas such as the deployment of employees,'° authority to simplify 
the job classification system and the streamlining of the staffing 
process. In addition, fair treatment of employees was enhanced as a 
result of new provisions on employment equity, the end of probation 
on appointments other than initial entry to the Public Service, and 
earlier union membership for term employees. 


For the most part, these measures already have produced tangible 
improvements in the functioning of the personnel system. Deployment, 
for example, is working — jobs can be filled more quickly; people can 
more easily move to pursue new opportunities; and organizations can 
respond more effectively to organizational change. 


One area, however, where we have not made the progress for which 
I had hoped is classification. The direction set by the Public Service 
2000 White Paper is the right one, but greater effort is needed to bring 
the new, simplified system into being. Until we have that simpler 
system, managers and employees alike will be frustrated by the 
complexity and delay inherent in our current cumbersome structure of 
over 70 occupational groups, with many levels within each group. 


Government Reorganization 


On June 25, 1993, Prime Minister Campbell took office and announced 
a major reorganization of the government that, in one way or another, 
affected all departments in the Public Service. 


The reorganization created departments that were organized more on 
functional lines than around particular client groups, and that brought 
together essential policy and program tools in critical areas such as 


0 ““Deployment’’ is a term that refers to the movement of employees, with their 
consent, from one job to another at the same level and pay. Under the new Act, this 
can be done without recourse to a lengthy process of competition. 
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employment and income security. This consolidation of functions was 
intended to internalize decisions that had previously required lengthy 
interdepartmental consultation, thus giving individual Ministers clearer 
authority over their areas of responsibility." 


The organizational changes announced in June included: 


e an overall reduction in the number of departments from 
D2 210.23: 

e the creation or redesign of eight departments; 

e the merger or wind-up of 15 others. 


All departments were asked to submit plans for administrative 
streamlining and for the consolidation of regional management 
structures and operations. 


The reorganization resulted in new departments with responsibility 
for important policy areas that have a significant impact on Canadian 
society. They include, among others: 


Human Resources Development 


This new Department provides an integrated approach to Canada’s 
investment in people. It brings together under one portfolio pro- 
grams supporting the income of Canadians with employment and 
human resources programs linked to the requirements of the national 
economy and labour market. 


Industry 


The Department of Industry provides broad policy leadership within 
government on matters related to business and industrial develop- 
ment. It also plays a lead role in improving Canada’s scientific 
infrastructure and is a key portfolio for Canadian competitiveness. 


11 : : : ; 3 
This, as it turned out, was very much consistent with the views of the current 
Prime Minister regarding the role of Ministers. 
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Canadian Heritage 


This new Department was created to support and encourage a strong 
sense of Canadian identity and heritage based on fundamental 
characteristics of Canada — bilingualism and multiculturalism — and 
our diverse cultures and heritage. 


Health 


The new Department of Health was created to meet the fundamental 
policy and funding challenges of maintaining a_ high-quality, 
affordable health system for Canadians. 


Public Works and Government Services 


This new Department provides common services to government in 
a more cost-effective manner. It consolidates virtually all common 
services provided to federal departments and agencies. 


Central Agencies: Privy Council Office/Federal-Provincial Relations 
Office and Treasury Board Secretariat/Office of the Comptroller 
General 


Two significant changes affected the central management structures 
of government: the first was the reintegration of the Federal- 
Provincial Relations Office into the Privy Council Office, which 
consolidated support to the Prime Minister across the full range of 
his responsibilities. The second was the integration of the Office of 
the Comptroller General into the Treasury Board Secretariat. This 
preserved and strengthened the comptrollership function within a 
streamlined budget office. Together, these changes represent a 
significant streamlining of the institutional overhead of the Public 
Service as a whole. 


The reduction from 32 to 23 departments was accompanied by a 
corresponding reduction in the number of Deputy Ministers and shortly 
thereafter a 17 percent reduction in the number of Assistant Deputy 
Ministers from 319 to 266. 


These personnel changes were carried out under my overall 
leadership, and in the case of those at the ADM level, under the 
authority of the Public Service Commission. Decisions on_ the 
reassignment of ADMs were taken on the basis that these senior 
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officials are a corporate resource whose talents should be developed 
and used in the broader interests of the Public Service as a whole. 


Reductions in personnel, at whatever level, are never easy to decide 
on and always difficult for the people affected. In this case, decisions 
were made only after careful consideration, by a committee of Deputy 
Ministers, of each affected individual and of the present and future 
needs of the Public Service. Those decisions also reflected the 
recognition that smaller government requires a smaller group of senior 
executives to manage it. 


Beyond the relatively small number of senior executives who were 
directly affected, approximately 200 other executives in reorganized 
departments found their jobs affected. Often this was because the same 
administrative functions from several departments were being 
combined under the umbrella of a single new organization. Here again, 
the Public Service Commission, working with the concerned Deputy 
Ministers, has been active in facilitating the placement of affected 
employees in other departments. 


In addition, many thousands of public servants whose jobs were not 
directly touched by the reorganization were affected in other ways. For 
some, their Deputy or ADM changed; for others, their branch or unit 
was moved to a new department or their supervisor was reassigned. 
These changes were disruptive. They carry a cost in dollar terms, and 
in dislocation and short-term organizational inefficiency, that can only 
be justified if their longer-range purpose is a good one. 


The structures of the Government of Canada before June 25 had 
grown and evolved in response to the needs of the country in the 
1950s, 1960s and 1970s. Those structures also reflected the fact that 
over the years Cabinet itself had grown to roughly 40 Ministers. By 
contrast, the changes made in June reflected the realities of government 
in the 1990s — a smaller Cabinet and a corresponding need for smaller, 
more efficient government; the need for a more streamlined Cabinet 
system; the need for greater coherence in new policy areas that cut 
across traditional organizational lines; and above all, the need to 
enhance ministerial authority and control over the operations of 
government. 
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I believe the organizational changes of 1993 — made by one 
Government and accepted with some adjustments by its successor — do 
represent a necessary and positive step for the Government of Canada 
and for the Public Service. They have made policy and program 
choices possible today that would have been much more difficult under 
previous structures. As much as organizational changes can make a 
difference, the changes of June and November 1993 have better 
equipped Ministers and their officials to meet the important challenges 
facing Canada today. 


The Election of and Transition to a New Government 


On October 25, Canadians elected a new Government. Just as on 
similar occasions in the past, the Public Service showed its pro- 
fessionalism and competence in helping the new administration to take 
office and to pursue the agenda on which it had been elected. 


When the new Government took office on November 4, the Prime 
Minister announced further changes to the structure of government, 
notably the creation of a new Department of Citizenship and Immi- 
gration, and the reestablishment of the Department of the Solicitor 
General. The Prime Minister also named a Minister, the Honourable 
Marcel Massé, with specific responsibilities for Public Service renewal. 
This appointment was an important signal of the Government’s 
commitment to the Public Service as an institution, and to its future 
effectiveness in serving the needs of the Government and of all 
Canadians. 


Restructuring within Departments 


To be successful, organizational change must be carried out in a 
manner that is at once expeditious, orderly and responsible. This was 
the approach we took. A further premise of the implementation process 
was that there would be no disruption in service to Canadians. That 
commitment has been met by all departments concerned. 
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Implementation has been carried out on two fronts. In individual 
departments, the process of restructuring'* each affected organization 
has been led by Deputies and their management teams. To oversee and 
direct the entire implementation process, an Implementation Board was 
created, consisting of Deputy Ministers from line departments and 
central agencies, under my chairmanship and with the support of a 
small secretariat in the Privy Council Office. The Implementation 
Board was responsible for ensuring that what had been decided and 
announced in June was implemented properly and expeditiously so as 
to minimize the period of disruption and uncertainty for employees and 
their clients. 


To lend further expertise to the restructuring process, in September 
1993, the Prime Minister created a new Advisory Committee on 
Government Restructuring which now reports to the Minister res- 
ponsible for Public Service Renewal. 


The Advisory Committee was asked to provide advice on the 
restructuring of government, with a focus on the reduction of costs, 
increased effectiveness and enhanced service to the Canadian public. 
It has met on roughly a monthly basis and has provided very useful 
advice on a number of issues. 


As originally conceived, the implementation of the reorganization 
and restructuring was to follow a three-phase process: 


Phase I; Administrative Consolidation 


For the new departments, Phase I involved putting new structures 
and management teams in place. For all departments, it meant 
preparing for administrative consolidation and the streamlining of 
operations. Within a matter of weeks, departmental structures and 
management teams were in place; by early fall, plans for the 
consolidation of administrative functions were complete and by the 
time of the writing of this Report they are largely in effect. The end 
of Phase I planning was marked by the signing of performance 


'* The term “‘reorganization’’ refers to the exercise of changing the broad structure 
of the government, including changes to the mandates of Ministers and the transfer of 
responsibility for major portions of the Public Service from one Minister to another. 
The term ‘‘restructuring’’ refers to organizational change within departments, in this 
case as a consequence of the June and November reorganizations. 
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agreements between myself and each Deputy Minister. These 
agreements clearly spelled out performance expectations and 
anticipated savings. 


Phases II and III: Operational Rationalization and Fundamental 
Reexamination of Programs and Services 


The ultimate objective of these two phases had been to create a 
more results- and client-oriented Public Service by streamlining 
regional structures and applying new information technologies to 
enhance service and reduce costs. 


The arrival of the new Government brought an understandable pause 
in the process, as Ministers took stock of their new portfolios, and the 
Government as a whole weighed important decisions on the review of 
programs and federal-provincial roles. 


The February 1994 Budget sets the framework within which 
departments have been directed to review programs and to develop 
new and more cost-effective approaches to the delivery of services. 
In this process, strategic investments in information technology will 
be crucial to success. Already the Government has committed itself to 
$2 billion in cost-avoidance savings over the coming five years 
through the application of information technology and the moderniz- 
ation of internal systems. 


In this context, the recent appointment of a Chief Informatics Officer 
(CIO) in the Treasury Board Secretariat signals the Government's 
determination to provide leadership in moving forward the application 
of information technology and better information management across 
the Public Service. In March 1994, the President of the Treasury Board 
published the Blueprint for Renewing Government Services Using 
Information Technology, prepared by the Chief Informatics Officer for 
consultation both inside and outside government. 


Planned major initiatives under the leadership of the CIO include: 


¢ locally shared support services; 

¢ shared personnel, finance and materiel management systems, 
¢ business processes re-engineering; 

* government-wide systems infrastructure development. 
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Two further developments affecting individual employees deserve 
mention. First, in an effort to ensure the successful placement of as 
many affected employees as possible, as of July 21, 1993, strict 
controls were placed on external hiring into the Public Service. In the 
context of the February 1994 Budget, those controls were extended 
indefinitely. As noted above, another provision in the Budget, again 
aimed at preserving jobs in the face of overall reductions in operating 
costs, was a further extension of the statutory wage freeze until the end 
of fiscal year 1996-97. 


il 


RENEWAL: A REPORT ON 
CURRENT PROGRESS 


In the first Clerk’s Report on the Public Service, my predecessor 
identified three priority areas for improvement in the continuing 
process of renewal: Service, People Management and Internal 
Communications. | am pleased to note in this second Report some 
examples of the progress that has been achieved in these areas. 


I am highlighting these initiatives not only because they are 
examples of how we are meeting our objectives of better service to the 
public and enhancing the process of renewal, but because they 
illustrate the imagination and ability of public servants in departments 
and agencies throughout government. 


Service to the Public 
Canada Business Service Centres 


These centres respond to the business community’s need for better 
services by bringing together, at a single access point, information 
about programs and services available from eight federal depart- 
ments and agencies. Three centres, each of which can be reached by 
a toll-free number, are now operating in Edmonton, Winnipeg and 
Halifax. As announced in the February 1994 Budget, other centres 
will be in place in major cities in the remaining provinces by the 
end of 1994. 


Through this initiative, overlap and duplication between the 
federal government and the participating provincial governments are 
being reduced through jointly operated and funded centres. Evalu- 
ations of the three centres in operation indicate very high levels of 
client satisfaction. 
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InfoCentres 


InfoCentres provide one-stop access for federal services to individual 
Canadians. Led by the Department of Human Resources Develop- 
ment, this initiative has been implemented in nearly 250 locations 
across the country, where services and information are provided 
mainly at local offices of Human Resources Development on behalf 
of 10 federal departments. 


Selected Infocentres are also serving as rolling test-beds for 
innovative self-service and electronic tools. New partnerships with 
provincial and municipal governments and the private sector are also 
being explored to enhance the benefits of Infocentres. 


Service Standards 


For the Public Service to meet the service expectations of the public, 
both sides must have a clear understanding of the level of service to 
be provided. Under the leadership of the Treasury Board Secretariat, 
many departments have provided their clients with initial standards 
for their services. 


For example, the Quebec Region of the Department of Fisheries 
and Oceans, through client consultation, has developed standards of 
service for all its programs and services. All requests for information 
or consultation are to be responded to in five days, as are responses 
to complaints. 


In another case, the Rulings Directorate of Revenue Canada, 
which provides Canadian taxpayers with advance tax rulings, has 
published a brochure describing the services it offers and the 
associated standards. 


With proper service standards in place, services to the public can 
be openly and objectively measured against public expectations. This 
will allow taxpayers to weigh what they are getting for their money, 
and public servants to better assess the relative costs and benefits of 
programs they are delivering. The ultimate goal is better services to 
clients at a cost taxpayers are prepared to pay. 
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The Electronic Procurement and Settlement System 


The Department of Public Works and Government Services, with the 
assistance of the Chief Informatics Officer, has launched an 
initiative to improve the procurement of goods and settlement of 
accounts throughout government. These functions will be carried out 
electronically to reduce the paper burden for internal clients and 
private sector suppliers. This will result in enhanced service and 
substantial cost savings. 


Successful pilot projects have been conducted and are being 
expanded to customer departments. Full functionality will be 
provided for internal transactions starting in the summer of 1994 
and, for external suppliers, starting in 1995-96. 


Client-oriented Approach to Financial Assistance Programs 


Since 1992, at the Federal Office for Regional Development — 
Quebec (FORD-Q), project proposals have been reviewed on their 
admissibility before a formal application is required, so that clients 
can have a better understanding of program requirements and to 
assist clients in presenting their formal applications. This saves time 
and money for both clients and the government. 


People Management 
Recruitment 


We are committed to the renewal and rejuvenation of the Public 
Service. Although a general freeze on external hiring has been 
imposed, recruitment programs aimed at rejuvenating the Public 
Service through the recruitment of a limited number of top-quality 
graduates have been exempted. 


Skills Development 


Public Works and Government Services Canada has established The 
Institute for Government Informatics Professionals to address the 
urgent need to revitalize the knowledge and skills of the govern- 
ment’s informatics professionals. 


Since 1993, over 1,300 students from 38 departments and 
agencies have enrolled in courses from a customized program at the 


Institute’s facilities on leading-edge technologies which can be 
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applied toward an under-graduate degree. This training is delivered 
by professors from three universities in a unique alliance, where the 
curriculum is jointly designed by the participating universities and 
the federal government. 


Bridging Programs 


The Department of Indian Affairs and Northern Development, in 
conjunction with the Treasury Board Secretariat, has launched a 
pilot project titled Bridging the Gap which is aimed at providing 
women in support staff categories with a more hospitable and 
supportive work environment, and helping them prepare for 
opportunities at the officer level through initiatives such as training 
and development, the creation of developmental positions, and 
career workshops. Notably, an advisory body of 10 women from the 
administrative support category was formed to advise the Deputy 
Minister on this project. 


Management Development 


To reflect the importance of instilling the principles of Public 
Service 2000 in the management culture of the Public Service, the 
Principal of the Canadian Centre for Management Development was 
assigned particular responsibility for promoting Public Service 2000 
values. The Centre’s curriculum has also been revised to focus more 
on leadership training, with an emphasis on values and principles 
consistent with the Public Service renewal initiative. 


The Learning for Leadership program, developed at Health 
Canada, will provide more than 1500 managers over the next three 
years with the opportunity to explore and develop leadership skills 
consistent with Public Service 2000 values and principles. 


Internal Communications 


Treasury Board Secretariat 


TBS co-ordinates a number of interdepartmental networks _ to 
increase the sharing of experiences with various initiatives to 
improve service to the public. Interdepartmental meetings are held 
regularly and a newsletter is published. 
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For example, in the Service to the Public Network, over 300 
public servants at all levels, representing more than 20 departments, 
have benefited from lessons learned by their colleagues and the 
sharing of best practices. Some of the subject areas covered recently 
include service standards, common points of service (i.e., single- 
window operations), and voice-mail. 


Justice 


A Justice in the 1990s Information Group was formed to meet 
with all employees of the Department of Justice to listen to their 
concerns and suggestions for improvements and to inform them of 
the Department’s change program. A formal process has been estab- 
lished to bring the issues raised during the meetings to the senior 
management team along with suggestions for action. 


In addition, an Employee Communication Centre has been 
designated at the Department of Justice to ensure all employees are 
given current information on reorganization and to establish 
mechanisms for employee feedback. 


System-wide Innovations 


Two innovations at a system-wide level deserve mention: the first 
was the introduction of the ConnEXions electronic bulletin board. 
This was installed on the Senior Executive Network, an electronic 
message and data system within the government, and enables mem- 
bers of the Executive Group from coast to coast to stay informed of 
communications from central agencies and to contribute to the 
development of new policies. At a more personal level, I was very 
pleased with my own meetings with departmental executive 
committees and with the series of regular lunches I held with groups 
of Assistant Deputy Ministers from a cross-section of departments. 
Those fora provided an extremely useful sounding board for me and, 
I believe, for the officials concerned. One message I took away in 
particular was the strong desire of almost all participants to be 
regarded and to be used as corporate resources of the government. 


For the first time, the Canadian Centre for Management Develop- 
ment organized a highly successful Expo Innovation, providing a 
forum for departments to showcase their innovative management 
practices, including applications of information technology. This 
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proved to be a valuable learning experience for many public 
servants and members of the interested public. 


Practically all departments have reported additional measures to 
ensure open lines of communication throughout their organizations. 
The greater use of informal meetings between senior executives and 
staff, staff involvement in major administrative decisions and regular 
communications (increasingly through electronic mail) between 
Deputies and staff are becoming the norm. 


All public service managers recognized the need for enhanced 
internal communications following the June 25 announcement of the 
reorganization. I was pleased to see how Deputies made special efforts 
to ensure that the process of restructuring was conducted in as 
transparent and equitable a manner as possible, and that employees 
were kept well informed along the way. 
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IV 


CHALLENGES FOR THE YEAR AHEAD 


The arrival of a new Government does not change the traditional 
vocation of the Public Service. Indeed, that vocation has been publicly 
reaffirmed by the Prime Minister. Yet at the same time, the activities 
and priorities of the Public Service will of course adjust in response to 
the particular objectives of the Government, its policy agenda and the 
economic and social circumstances of the new mandate. 


The question of values is important. The Government has made 
clear, for example, that it is committed to managing any necessary 
reductions in staff to the extent possible through attrition rather than 
layoffs. And the Prime Minister took immediate steps, on taking office, 
to reduce the size of Ministers’ offices and to restate the importance 
of the traditionally close working relationship between Ministers and 
their Deputies.'* I applaud these measures as an expression of confi- 
dence in the Public Service. 


Since taking office, and particularly in the February Budget, the 
Government has launched a series of major policy and program 
reviews touching virtually every aspect of government activity. Those 
reviews will eventually lead to significant changes in government 
policies and the programs that follow from them. The pressures on 
public servants to be innovative during this review process, and to 
adapt to change at the end of it, will be intense. 


For these reasons, I see the following areas as requiring particular 
attention in the coming year: 


Stability 


Given the scope of the current policy and program review exercise, It 
will be a priority for Deputies and their management teams to 


'S See the Prime Minister’s press release of November 4, 1993. 
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consolidate their organizations and to generate an atmosphere of 
stability within which employees can carry out their duties to the 
Government and to Canadians. This will mean settling internal organ- 
izational and staffing issues as quickly as possible, so that people can 
get down to work with a sense of confidence and direction. I am 
listing this as a first priority because I believe that without this kind of 
stability, other objectives will be difficult to attain. 


Better Service to Canadians 


This is of course part of the raison d’ étre of the Public Service and a 
declared priority of the Government. In many program areas, we will 
be pursuing ways of co-operating with other levels of government to 
improve services or reduce costs. We need to move forward with the 
consolidation of delivery mechanisms and of internal administrative 
functions, especially in the regions. 


Although significant progress has been made, we have yet to realize 
the full benefit of our already-significant investments in information 
technology and in innovative delivery mechanisms such as Canada 
Business Service Centres and InfoCentres. Many similar opportunities 
are available, especially for merging the administrative functions of 
different departments located in the same area. Over time, this will 
lead to streamlined services and significant cost savings. 


In the 1994 Budget, the Government committed itself to establish 
and publish service standards by 1995 and to issue a Declaration of 
Quality Service by the summer of the same year. This is a tangible 
way to demonstrate the Government’s commitment to provide better 
service to Canadians. 


Getting full value from these initiatives, especially in the critical 
area of information technology, will require initial capital investments 
and some tough decisions by the Government in the light of very 
limited resources. I believe, however, that these investments offer the 
potential for significant savings to the taxpayer over the longer term. 


People 


People ought always to be a priority in the process of renewal. I have 
already noted the disruption, uncertainty and stress that have resulted 
from the changes of the past year. This makes it all the more important 
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to maintain the motivation, values and skills of public servants, and 
their faith in this institution. 


Departments and central agencies will need to continue their efforts 
to help the workforce adjust to the changing environment, to improve 
the quality of working life, and to provide increased opportunities for 
employees to develop the skills they need to tackle the challenges 
ahead. 
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CONCLUSION 


1994 marks an important juncture for the Public Service. We have 
come through nearly 10 years of restraint. We have participated in a 
major exercise in renewal, Public Service 2000, that will carry on in 
one form or another for many years to come. And we have just under- 
gone a major reorganization that has imposed enormous strain on 
institutions and on people. 


Now the new Government has launched wide-reaching reviews of 
policies, programs and activities that will bring a redefinition of the 
federal role and a corresponding refocusing of the work of the Public 
Service. While it is still too soon to assess or even predict their full 
impact, no one can doubt the significance of these changes. 


I am convinced that the Public Service is heading in the right 
direction. As we prepare for the challenges of the next century, I am 
confident that the traditional values of the Public Service — the values 
of loyalty, integrity, professionalism, fairness and impartiality that 
characterized the institution I joined 32 years ago — will remain its 
driving force. 


Today, as an appropriate expression of changing times and the 
changing expectations of Canadians, I would also mention the newer 
values of service, innovation, responsiveness and leadership. But 
whatever the precise list, these values are well understood by public 
servants and by the Canadians they serve. They will constitute a foun- 
dation for excellence in the Public Service in the years to come. 


Ours is an institution in transition. Renewing an organization as 
large and complex as the Public Service will depend above all on 
determined leadership by the Prime Minister, by Ministers and their 
Deputies, and by those whose duty it is to work in support of them. It 
will also require understanding and support from Members of 
Parliament and the interested public. Above all, it will call for the 
continuing efforts of the tens of thousands of men and women who 
have chosen to fulfil their ambitions through service to their country. 
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Year Prime Minister: 


I am pleased to submit to you the Third Annual Report on 
he Public Service of Canada. This report is prepared pursuant to 
he Public Service Employment Act and covers the period from 
March 28, 1994, to March 31, 1995. 


This year, the Annual Report has three main components: 
in Overview of international trends affecting the role of the public 
‘ector; a report on the past year; and some general observations on 
he future. 


The objective of Chapter I is not to present a new 
yerspective on changes in the public sector, but to remind us that a 
lumber of major trends, taking place at the international level, are 
simultaneously affecting the public sectors of all the developed 
ountries. These factors are also making their influence felt, in 
iddition to those specific to Canada which are more familiar to us. 


Chapter II contains the Clerk’s traditional report to 
Parliament and presents an overview of the achievements and 
‘eforms of the year. One function of this chapter is to help us bear 
n mind the scale of the changes under way and the extent of the 
achievements of departments and agencies. 


The third and final chapter is entitled "Preparing for the 
Future." It is intended as a modest contribution to the emerging 
debate on the future of the Public Service of Canada. 


The Public Service of Canada is a national institution of 
great importance. It contributes to the orderly functioning of our 
democratic society; it is the custodian of the values and ideals that 
successive Parliaments have wrought for Canadian society as a 
whole; it contributes to the prosperity, well-being and quality of 
life of all Canadians. 


Mr. Prime Minister, the challenge for the men and women 
working in the Public Service today is to modernize their institutior 
to ensure that it is well adapted to the future needs of Canadians. 
Under your guidance, our goal is to hand on to those who will 
come after us a vigorous, modern institution well adapted to the 
needs of Canadians and operating within our collective means — ar 
institution we will all be proud of. 


Jocelyne Bourgon 
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The Changing Role of Government 


Introduction 

All of the governments in Canada are making significant 
changes to their roles and functions. While certain determinants 
of change are unique to Canada, others are affecting all western 
nations. One of the most striking features of western democratic 
nations in recent years has been that they have all been engaged 
in rethinking the role of government and the organization of 
their public sectors. In many nations the essence of governance 
is being redefined. 


This phenomenon is not limited to governments which represent 
a single ideological perspective. Regardless of ideology, there is 
a high degree of convergence in what is emerging. For instance, 
recent government reforms in Great Britain and New Zealand 
are more similar than distinct, although a Conservative 
government spearheaded change in the former, a Labour 
government in the latter. 


In fact, in redefining the role of government and reforming their 
public sectors, western nations are experimenting with 
alternative approaches and in the process are learning from each 
other. Given that they face similar challenges and pressures, one 
nation’s approach will often influence that of others. 
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Under the influence of several significant trends — 
globalization, new information 
technologies, fiscal pressures and the 
changing fabric of society — 

i governments are confronted by ongoing 
changes to their political, social and 
rethink the role economic environments. Because of the 
of government. _# sweep of their impact and the type of 
change they represent, these trends are 
forcing governments to redefine the way 
they interact with citizens and even the organization of political 
systems. 


Sweeping trends 
are forcing 
nations to 


In responding to these trends, governments must serve both as 
conduits for the forces of change and as catalysts in responding 
to change. This chapter will briefly review the impact of the 
major international trends on the role and functions of 
government and their implications for public sector reform. 


The Determinants of Change 

This section examines the impact of four international trends on 
the role and functions of governments. Their implications for 
Canada will be explored in subsequent sections. 


Globalization 
Much has been written on how globalization is affecting the 

ability of governments to pursue their sovereign interests. In the 
past, a government’s policy agenda, with a few exceptions such © 
as trade policy and international conflict, was determined mainly 
by domestic concerns and interests. In most public policy areas, | 
governments addressed the needs of citizens by looking inward, — 
not outward. | 


Globalization has changed this. National boundaries can no 
longer be an exclusive reference point for determining how 
citizens’ needs and interests are addressed in a wide variety of 
policy areas. Globalization has moved many national public 
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s0licy issues into the international arena. This phenomenon is 
10t limited to economic policies but extends to many other 
sectors, such as environmental protection, labour laws and 
quman rights. 


As national economies have become more interwoven, they have 
some more under the influence of international institutions and 
less subject to the exclusive control of national policies. Nations 
must be able to make use of international institutions and 
decision-making processes to manage their interdependence. 
International organizations, such as the International Monetary 
Fund and regional trade alliances, are key in responding to 
certain issues. Globalization, then, has led to a pluralistic 
decision-making and policy-making international environment. 
Advancing the interests of each country depends not only on 
state-to-state relations but on relations within a complex network 
of international forums. 


Governments have a critical role to play in connecting what is 
happening globally to what is 
| happening in the daily lives of their 
Governments must citizens. They must be able to deal 
link global events with the local and regional aspects of 
to citizens’ daily major national and international 
lives. issues. Conversely, governments 
must interpret and communicate to 
citizens the implications of 
globalization for public policy decisions. National governments 
can help connect and reconcile global imperatives and local 
needs. 


In sum, globalization is making governance more difficult and 
complex. Dealing with the impact of globalization requires 
governments to assume additional roles: 


e to understand the interdependence of national, 
international and global issues; 
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® to ensure that local dimensions of public policy issues are 
reflected in how national interests are represented in the 
international arena; and 


@ to ensure that the impact of globalization informs the 
management of local issues. 


To do this well, national governments must focus on core 
issues. 


New Information Technologies 

The recent explosion in the use of and access to information and 
communications technologies has lessened the importance of 
both national boundaries and time zones and increased the 
interdependence of nations. For example, through international 
computer networks, people exchange money across national 
borders without restraint and instantly transmit the news of the 
day to each other’s homes around the world. 


The information revolution will continue, and it would be 
premature to comment on 

T whether its ultimate impact will 
echnology is b ; 

e a blessing or a burden for 
affecting the way citizens and their governments. It 
governments develop is clear, however, that it is | 
policy and deliver affecting how governments 
programs and respond to the needs of citizens. 
services. It is changing the way policy 

decisions are made, and is } 
opening new possibilities for the 
delivery of programs and services. 


Policy Development 

In developing public policy, governments face an environment 
where increasing volumes of information are transmitted more 
rapidly and more widely than ever before. Citizens know 
instantaneously what is happening in all parts of the world and 
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in their nation. The flow of information outpaces government’s 
capacity to assimilate and address it. 


At the same time, citizens and interest groups can influence 
government and political leaders in more ways than ever before. 
For example, members of Parliament, through electronic mail, 
can exchange views with their constituents instantaneously; what 
was once local becomes national through the tapping of a 
keyboard. 


Governments and citizens are still grappling with how to use this 
growing volume of information. 
These technologies provide citizens 
with more venues to participate in 
the public policy process; as a 

use a rich universe result, citizens have greater control 
of information. over policy decisions and outcomes 
which directly affect them. The 
public sector must continue to adjust 
to the "information society"; it is learning how to structure a 
rich universe of information and integrate it into policy and 
decision making. 


The public sector is 
learning how to 


Program and Service Delivery 

The second fundamental impact of the information revolution is 
on how governments deliver programs and services. New 
information technologies mean new ways of doing business. 


A defining characteristic of traditional public sectors has been 
the existence of a large physical infrastructure to deliver 
programs through a network of points of service and offices in 
communities and towns across the country. This physical 
infrastructure was the most effective way to deliver public goods 
and services directly to citizens. A physical presence also helped 
to bring government into touch with the citizens they served and 
to promote the exchange of information. 
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The information revolution challenges the appropriateness of this 
traditional model of service delivery. 
New information technologies have 


Governments are ; 
allowed governments to experiment 


ee CIOL. successfully with new ways of 
with Me W | organizing themselves. Citizens and 
organizational clients can now receive, through a 


single service centre, a range of 
government services from several 
departments. Services can also be 
provided directly to the home. New information technologies 
allow improved service through faster delivery and reduced red 
tape, and by tailoring programs to specific groups of clients. 


models. 


While the information revolution has lessened the need for a 
large physical infrastructure to deliver programs, it should not 
mean that governments lose touch with citizens. The legitimacy 
and relevance of government can actually be enhanced by 
improved service. New information technologies offer the 
possibility of close and ongoing interaction between 
governments and citizens. The use of these new technologies, 
then, is not only evidence of globalization, but can serve as an 
antidote to some of its disruptive side effects. 


Fiscal Pressures 

The 1980s saw a rapid increase in the public debts of most 
western nations. As indebtedness and 
deficits grew, international investors — 
became impatient. The globalization 
of financial markets focussed 
international scrutiny on how much 
money governments were spending 
and what they were spending it on. In the 1980s, the size and 
sustainability of public debt emerged as a global issue which 
nations have been forced to address. 


Governments must 
establish clear 
priorities. 


In this environment, the fiscal capacity of governments to 
sustain existing programs and to implement new ones is 
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jiminished. Governments have had to establish clear priorities 
ind make hard choices about what existing programs and 
ervices to preserve and what new programs to provide. 


Many western nations have reexamined the role of government 
‘rom the perspective of what is affordable. An incremental or 
sradualist approach to improving the operations of government 
nd reducing cost is being replaced by deeper and more durable 
reforms. Traditional techniques of modernizing public 
administration practices through "doing more with less" 

"across the board cuts" have proved ineffective in Haeasing the 
debt problem. These approaches have to make way for more 
vigorous measures — such as eliminating non-core activities, 
creating new organizational structures, or privatizing services 
and functions previously managed by the public sector. 


In sum, the weakened state of public finances has contributed to 
fundamental changes in the role of government. Many national 
governments have had to address these basic issues: 


% What are the primary functions that only governments 
and only a national government can perform? 


@ What is the appropriate role of government relative to 
the private and volunteer sectors? 


e How can programs be delivered in the most efficient 
manner? 


e Above all, what is affordable? 


While responses vary from nation to nation, and some 
approaches work better than others, several governments have 
found that they must seek a new consensus among citizens on 
the role of government. 
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The Changing Fabric of Society 

Nations are facing far-reaching changes in the fabric of society. 
Aging populations, higher levels of education, increased | 
heterogeneity resulting from immigration, higher labour market 
participation rates by women, and chronic high rates of 
structural unemployment provide some of the context for the 
changing role of government. To the degree that the basic socio- 
demographic profile of nations is changing, so are citizens’ 
expectations of government. 


The changing fabric of society is redefining the policy agenda of 
governments and obliging them to reexamine the allocation of 
scarce resources among competing priorities. Thus, issues that 
were previously private — such as child care and family 
violence — have become matters of public concern. Aging 
populations increase pressures on public health care services and 
raise questions about the pension system. 


A less homogeneous society combined with increased access to 
information has broadened the 


Citizens and spectrum of perspectives on public 
interest groups policy issues and the range of 
her Es competing views. Galvanized by the 

WE ELS . ay, "information society," a participatory 
| before decisions and consultative culture has arisen. 
are made. Citizens and interest groups want 
their say in what governments do — 
before decisions are made. To the 
degree that citizens or groups do not see their views taken into 
account in final decisions, their faith in government is 
weakened. At the same time, citizens’ interests have tended to 
become specialized and to focus on single-issue agendas. Single- 
issue groups thus wield significant influence. 


The changing fabric of society has made governance and 
consensus building more complex. Within this environment, 
governments must understand a diversity of viewpoints; they 
must help the people with these diverse views understand the 
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consequences of alternative choices; and governments must 
strike a balance between responding to competing perspectives 
and speaking to collective interests. It takes time to build 
consensus. There is a push and pull between perspectives. 
Governments must know when to listen and when to act. 


Changes in Government and the Public Sector 
Global trends such as those discussed above are contributing to 
rethinking the role of government and the organization of public 
sectors in a number of western nations. National governments, 
regardless of political philosophy, are experimenting and 
learning from each other. There are striking similarities in what 
is emerging. . 


The first 40 years following the Second World War saw western 
governments expand to play an increasingly active and 
interventionist role in the lives of citizens. In contrast, the 1980s 
and 1990s have witnessed the beginning of a new cycle, one 
which will likely continue for some time to come. In the past, 
national governments had come to occupy an ever growing 
portion of a nation’s political and economic space. Today, as 
issues have become more complex and governance more 
difficult, national governments are striving to become more 
selective in the responsibilities they assume on behalf of citizens 
and are developing clearer priorities in relation to other levels of 
government and the private and voluntary sectors. 


This, in turn, is leading governments to reform their public 
sectors to ensure that they remain modern and relevant 
organizations able to fulfill their role in contemporary society. 
While public sector reform has been unique to each nation, the 
sheer volume of reform in so many nations in so short a time is 
striking. No western nation has endorsed the status quo and few 
have been satisfied with minor administrative or institutional 
adjustments. 
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Public sector reform has focussed on both the policy 
development and program and service delivery functions of 
government. Among the characteristics of reform shared by 
various countries: 


Many nations have been experimenting with ways to 
address horizontal issues more effectively. 

In several nations, the policy development functions of 
government have been separated from the operational 
aspects. In many nations, central agencies have increased 
their strategic planning focus. 


Greater emphasis is placed on delivering high-quality 
service to citizens and clients. 

The needs of clients have become the focus around which 
program and service delivery is organized. 


Increased delegation, service performance standards, 
and accountability have replaced centralized control. 
Many nations have tried to copy private sector 
management and production methods to improve program 
and service delivery. However, these nations are 
discovering that the usefulness of private sector methods — 
is more limited than initially envisaged. In the private _ 
sector, firms compete with each other for the loyalty of | 
consumers who are free to purchase services from the 
supplier of their choice. In contrast, the public sector is 
the guardian of citizen’s rights and entitlements; and it 
serves them in what is often a monopoly situation. Given’ 
its unique role and frequent monopoly, the public sector 
must develop its own management tools. | 


Many new structures and practices are emerging. | 
There has been an explosion of institutional models | 
ranging from large public sector organizations sharing a | 
common culture to independent organizations, and from | 
using career public servants to hiring individuals through’ 
performance pay contracts. | 
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The Canadian Experience 


From the Past to the Present 

In Canada, as in other western nations, the 1950s to the mid 
1980s marked a period of growth in the role of government and 
in the size of the federal public sector. In many ways, this 
growth reflected a widely held view about the role of 
government as including a growing range of economic, social 
and cultural responsibilities. 


The new trends have brought about, in Canada and elsewhere, a 
reforming of the role of the federal 
Two phases define government and the public sector over 
public sector the last 15 years. Canada has adopted 
a gradual, phased approach to permit 
time for reflection and adjustment. 
Recent public service reform in 
Canada can be grouped into two 


reform in 
Canada. 


distinct phases. 


First Phase 

During the first phase, from the early 1980s to the early 1990s, 
the government sought to modernize public service management 
and personnel practices and to reduce central agency control 
over line departments. The government also sought, despite 
budgetary constraints, to maintain most programs and Services 
by "doing more with less." Many of the achievements of this 
period, such as Public Service 2000, have been reported in 
detail in the first and second annual reports to the 

Prime Minister on the state of the Public Service of Canada. 


Second Phase 

Public sector reform in Canada recently entered a second phase, 
which focusses on fundamental questions about the role the 
federal government must play in the Canadian federation and 
how the Public Service must be organized to manage these 
responsibilities. In June 1993, a comprehensive restructuring 
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consolidated 35 departments into 23. The restructuring and a 
streamlined Cabinet committee system were maintained, albeit 
with some modifications, by the current government. 


With the announcement of the Program Review in the February 
1994 budget, the new phase moved on to a fundamental review 
of all programs and services and an examination of the federal 
government’s responsibilities. 


From the Present to the Future 

Rethinking the role of government and the modernization of the 
Public Service cannot be done overnight. Instead there will be 
an ongoing exercise in renewal and reform. The process and the 
importance of change will continue to accelerate. In moving 
forward there are important lessons to be learned both from the 
experiences of other nations and from past experiences in the 
Canadian context. 


® Reform must be a continuing exercise. 
There is no one right answer. Experimenting and 
learning from others is the key. 


@ Integration is essential. 
Public sector reform must be integrated into the 
government’s broader policy and budgetary priorities. 


@ The strategic policy capacity of the federal public 
service must be strengthened. 
This is essential, given the complexity of issues that 
governments must address, and the increasingly 
horizontal and cross-sectoral nature of these issues. 


@ Client service is what counts. 
The changing needs and perspectives of clients must be 
the basis of program and service delivery. : 
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€ The concept of "doing more with less" must be 
replaced with choices about what programs and 
services should be treated as priorities. 
Focussing the Public Service on its core functions will be 
a critical step in managing change. Each level of 
government will have to clarify and modernize its roles 
and responsibilities in order to serve Canadians better. 


® The values of the Public Service must be preserved. 
It is essential to maintain a non-partisan and professional 
federal public service governed by fairness, integrity and 
service to Canadians. 


The next chapter highlights initiatives begun in 1994-95 and 
aimed at redefining the role of government and modernizing the 
Public Service of Canada to meet the challenges of the future. 
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II 
1994-95: The Year in Review 


Introduction 

In 1994-95, the size and role of the Public Service were 
affected by changes to the federal 
government’s policy and programs. 
Changes have These changes sae tee a 
affected the size collective decision-making process 
and role of the and focussed federal spending on 
Public Service. priority programs and services. No 
major government activity or 
program went untouched by the 
events of 1994-95. It was a year of debate and reflection on the 
changing role and responsibilities of government. Government 
reforms to the Public Service in 1994-95 went beyond 
modernizing administrative, personnel and financial management 
systems, to addressing the basic question of what was required 
to situate the Public Service as a modern, affordable and 
relevant institution in the future. 


The reforms of 1994-95 are another step in the ongoing process 
of change for the Public Service. 
This chapter will explore how the 
reforms of 1994-95 affected the role 
and management of the Public 
change. Service and its contribution to 
Canadian society. It will review 
reforms the government has made to 
its decision-making apparatus, how a start has been made on 
redefining the government’s functions, and what steps have been 
taken to modernize government operations. It will address what 
these changes mean for the Public Service and for public 
servants. 


The Public Service 
will continue to 
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Reform of the Decision-Making Process 

The Government of Canada’s decision-making processes were 
reformed in 1994-95 to better manage the complex and 
changing environment. The reforms build on the organizational 
and structural changes made to Cabinet and the Cabinet 
committee system in 1993. Cabinet was made smaller (24 
members) and the number of standing Cabinet committees was 
reduced to four. 


With fewer ministers, policy and program priorities are more 
integrated within single portfolios. With only four standing 
committees of Cabinet, ministers can focus on the government’s 
major economic and social priorities, leaving the government’s 
routine business to be dealt with by individual departments. 


These changes strengthen individual ministerial accountability by 
allowing ministers to run their 
A new balance has departments without resort to a 


been struck between complex Cabinet committee 
the individual 
accountability of 


system. Collective responsibility is 
achieved by using full Cabinet to 
he make decisions on key priorities. 
ministers and their The fact that Cabinet focusses 
collective primarily on strategic priorities 
responsibility. creates ongoing and increased 

: | demand for policy analysis and 
advice from the Public Service. 


Strategic Planning Cycle 

In 1994-95, Cabinet’s strategic focus was reinforced by the 
introduction of an annual strategic planning cycle, based on 
three special Cabinet meetings held in June, October and 


January. The sessions permit ministers to take stock of progress _ 


in implementing the government’s agenda, to consider options 


for managing key issues and to identify priorities for the future. — 


With strategic leadership from Cabinet, the Public Service has a 
clear policy framework within which to manage the operations 
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of government. As well, the framework sets the boundaries for 
developing policy options to address new challenges. 


Expenditure Management System 

In 1994-95, a new Expenditure Management System was 
introduced in order to respond better 
to the changing political, fiscal and 
public policy environment. The 
budget planning process is now 

the Cabinet integrated with the Cabinet planning 
planning cycle. cycle. New policy and program 
proposals are considered in the 
context of the government’s overall 
priorities and the fiscal framework. Expenditure decisions on 
new priority initiatives are made at the Cabinet table, where 
ministers discuss the issues and the options. 


Budget planning is 
now integrated into 


Ministers also have greater individual responsibility and 
accountability under this new process. New initiatives can be 
considered outside the budget and planning cycle, but they must 
be funded through reallocations from within the fiscal 
framework as established in the budget. Reallocations may be 
made from within a single department or interdepartmentally. 
There is no longer a central policy reserve for new initiatives 
Outside the budget cycle. 


The capacity of the Expenditure Management System to reduce 
central agency control over departments and encourage a more 
strategic approach to portfolio spending needs to be tested. The 
coming year will be one of experimentation, learning and 
adjustment. Central agencies and line departments will need to 
work closely together to realize this system’s potential benefits. 
On the one hand, central agencies will need to ensure line 
departments have the financial and administrative flexibility 
required to achieve innovation in program design and delivery. 
On the other hand, departments must use the system to develop 
strategic visions and policy frameworks based on clear 
priorities. Finally, for the system to be successful, the 
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government will need to demonstrate the capacity to reallocate 
spending from existing programs and services to new priorities. 


The Government’s Policy Agenda and the 


Public Service 


Over the past year, the Public Service has participated in several 
major policy reviews, including: 


® Improving Social Security in Canada; 

@ A New Framework for Economic Policy; 

e Creating a Healthy Fiscal Climate; 

@ Into the 21st Century: A Strategy for Immigration and 
Citizenship; 


® the 1994 Defence White Paper; 


® Building a More Innovative Economy, and 
@ Canada in the World, the government’s foreign policy 
statement. 


In the context of these reviews, the Cabinet and ministers called 
upon public servants to help develop creative and forward- 
looking policy options and to redesign program and service 
delivery. Public servants responded to the call and met the 
challenge. 


In addition, the government launched three initiatives to help 
"get government right": the Program Review, the Efficiency of 
the Federation Initiative and the Agency Review. In each 
exercise, the Public Service made a contribution to finding new — 
ways to provide Canadians with affordable government and 
better service. 
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Program Review 

Of all the major initiatives of 1994-95, Program Review 
dominated the agenda and will have 
the greatest impact on the Public 
Service. Through Program Review, 
the federal government has started 
to fundamentally rethink not only 
what it does, but how to do it. 

The Public Service has been 
managing with steadily shrinking 
financial resources for more than 10 years. During this period, 
measures to address pressures on public finances took the form 
of across-the-board cuts and efficiency improvements. However, 
it became clear that this approach to managing expenditure 
reductions was not sustainable in the long term. Several 
problems emerged: 


The government is 
rethinking what it 
does and how it 

does it. 


@ without an attempt to establish priorities, all programs 
and services were being adversely affected by the 
repeated cuts; 


@ there was no incentive to eliminate programs that no 
longer served the public interest or that could be 
provided by other organizations; 


® with declining resources, the federal government no 
longer had the means to maintain all its activities; and 


e the Public Service was reaching its limit in being able to 
provide quality service to Canadians in all traditional 
areas of activity. 
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The Program Review exercise was initiated to help redefine the 
roles and responsibilities of 
government in the Canadian 
society of today. It also grew out 
# of a recognition that further 
government's roles progress in dealing with fiscal 
and responsibilities. pressures could not be achieved 
by "doing more with less" and 
"across-the-board cuts." 


Program Review 1s 
helping to redefine 


Program Review was a collective exercise of reform in which 
ministers, with the help of their departments, led their own 
reviews and were the architects of their own reform. Central 
agencies were the guardians of the process, ensuring that a 
consistent approach was used and that the underlying principles 
of the Review were sustained. 


Program Review has made a significant contribution to 
redefining federal roles and to deficit reduction. Broadly 
speaking, it led to: 


® a greater focus on core policy and legislative 
responsibilities; | 

| 

@ withdrawal from certain lines of business of lower | 
priority; | 

@ significant reductions in subsidy programs; | 
® putting government activities on a commercial basis | 


wherever desirable and possible; 


@ increased user fees for government services that confer a 
direct benefit on the recipient; and 


@ increased efficiency in service delivery. 
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Over time, Program Review should help to ensure that programs 
and services respond to a clearly defined public interest, are 
managed efficiently and do not displace the activities of others 
in Canadian society. In the long term, it should lead to a more 
targetted, more efficient federal government that delivers high- 
priority programs and services to Canadians. 


Two factors have contributed to the success of the Program 
Review: firstly, the fact that ministers called upon the Public 
Service to help carry out the review of their own organization 
and, secondly, the hands-on role of deputy ministers and senior 
departmental management in undertaking their reviews. The 
Program Review provided public servants with an unprecedented 
opportunity to help determine the future of their organizations. 
The degree of involvement varied among departments, reflecting 
the circumstances and culture of each organization. Since 
Program Review is an ongoing process, departments will be able 
to learn from each other’s best practices and see greater 
employee participation. 


The success of Program Review will depend upon the quality of 
implementation. While Program 
Review provides a blueprint for 
action, effective implementation will 
require departments to work with 
success of Program § provincial governments, clients and 
Review. other stakeholders to achieve results. 
The philosophy of Program Review 
— to ensure that the federal 
government’s functions are relevant, effective and affordable — 
remains a facet of how the federal government sets priorities 
and delivers programs and services in the future. The first phase 
of Program Review was department-centred; the next phase 
should address interdepartmental and intergovernmental issues. 


Implementation is 
key to the ultimate 
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Efficiency of the Federation Initiative 

The Efficiency of the Federation Initiative was initiated by First 
Ministers at their December 

He aK: 1993 meeting. It is a process 
Federal and provincial Srhitersoremimenel 
governments are collaboration aimed at making 
working together to governments work better. 
improve program Federal and provincial levels 
delivery. of governments are co- 
operating on an ongoing basis 
in order to increase 
administrative efficiencies and improve client service, to 
harmonize procedures and regulations, and to reduce both costs 
and unnecessary overlap and duplication. 


Action plans, which include items aimed at improving program ~ 
and service delivery in virtually all sectors, have been signed 
with most provinces and territories. There are multilateral 
initiatives, such as the ongoing work toward the establishment of 
a Canadian food inspection system that will harmonize standards 
and improve service. There are also bilateral initiatives, such as | 
a community economic development item with Nova Scotia that — 
will reduce the 50 to 60 associations, boards and commissions 
involved with community economic development to 12 regional 
development authorities. 


The ongoing discussions reflect a pragmatic approach to | 
governance by the federal and provincial governments. All | 
participating governments have shown a willingness to reassess | 
their policy and programs, and to negotiate new arrangements 

aimed at improving efficiencies. Much more remains to be done’ 
to reap the benefits of the flexibility inherent in Canada’s federa) 
system. | 
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Agency Review 

A review of all federal boards, agencies, commissions and 
advisory bodies was carried out in 1994. The Agency Review 
resulted in decisions to eliminate outdated organizations and 
streamline others. It had a direct impact on 30 per cent (120 out 
of 400) of the bodies reviewed. Close to two-thirds (73 out of 
120) of the affected agencies are to be wound up. The remaining 
47 will be restructured by such measures as: 


@ reducing the number of board members; 

@ changing full-time board members to part-time; 

® refocussing the mandates of organizations; 

e integrating functions within a department instead of 


having a separate agency; 


e merging organizations doing similar work; and 
@ privatizing certain functions carried out by federal 
agencies. 


Of the approximately 3,000 Governor in Council positions, 665 
will be eliminated. 


The next challenge should be to examine and modernize the 
accountability regimes existing between agencies, departments 
and their ministers. The key issues to be addressed are: 


bd the role independent agencies will play in the public 
sector of the future; and 


e how best to ensure greater policy and program co- 
ordination between agencies and departments within a 
single portfolio. 
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Departmental Restructuring 

In 1994-95, the government pursued legislative change to 
implement the 1993 government organizational changes. This 
reorganization created new departments, re-mandated some 
existing departments and wound up others. Without the 
permanency of legislation, a jurisdictional vacuum was created 
in some departments which contributed in part to the instability 
and uncertainty resulting from these organizational reforms. 


To date, legislation for six departments has been brought up to 
date: Agriculture and Agri-food, Citizenship and Immigration, 
Industry, National Revenue, Natural Resources, and Foreign 
Affairs and International Trade. Legislation for Canadian 
Heritage is awaiting Royal Assent, while the Public Works and 
Government Services bill is in the House. Legislation for the 
departments of Health and Human Resources Development is 
scheduled for introduction in June 1995. 


Impact of Major Trends on the Public Service: 
As a result of the reforms that have been outlined here, several - 
major trends have emerged that contribute to redefining the | 
federal public service of the future. These major trends include: — 


® an explosion of organizational models to deliver 
programs and services; 


@ a widening distinction between programs of general 
application and those that provide specialized benefits to — 
specific groups; : 


® increased use of information and knowledge as the basis — 
for federal leadership in public policy; | 


@ ensuring that programs and services are organized from 
the perspective of the client’s needs; and 
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a using information technologies to deliver programs and 
services in new ways. 


If these trends continue, over time, the Public Service will 
progressively: 


® put greater emphasis on policy development and on 
establishing legislative and regulatory frameworks; and 


e delegate direct program delivery to specialized units. 


The delivery of public goods and services will to a large degree 
remain the responsibility of the broader public sector, which 
will nevertheless use a range of organizational and accountability 
regimes. 


Choosing Organizational Models 

The Public Service is breaking out of its traditional 
organizational mode. Given new 
‘ aren, information technologies, the 
The Public Service is diverse needs of clients and the 
breaking out of its emphasis on efficiency and 
traditional innovation, no single 
organizational mode. organizational model can be used 
to deliver all federal programs 
and services. The traditional 
model of large, hierarchical departments continues to work well 
in some cases. In recent years, the Public Service has 
experimented with alternative delivery mechanisms and 
organizational change, such as special operating agencies and 
public-private sector partnerships. 


An illustrative example involves the government’s 1995 budget 
announcement that the Air Navigation System will be 
commercialized rather than managed directly under the act 
creating Transport Canada. The system will not be funded by 
general tax revenues but through user fees and service charges. 
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The number of special operating agencies (currently 17 have 
been established) will continue to increase as well. The 
Translation Bureau, which was previously a unit in Public 
Works and Government Services Canada, will be made a special 
operating agency. Such agencies now employ a total of 7,000 
public servants and are responsible for approximately 

$1.2 billion in federal program spending. 


The exploration of alternative delivery mechanisms to deliver 
federal programs and services will continue. These 
organizational models can give public service managers and 
front-line staff the flexibility they require to provide the best 
service at the lowest cost. 


Distinguishing Between General and Specialized 


Programs 
Program Review has helped to make a distinction between 
federal programs of general 
application and those that benefit | 
Clients expect more a specialized group. In the future, 
input in program it can be expected that general tax 
design and delivery. revenues will be used | 
) increasingly to finance programs | 
and services which serve the | 
collective public interest, while groups and individuals receiving | 
direct economic benefits from federal goods and services will be’ 
asked to pay more towards the cost of delivering them. In turn, | 
program and service users can be expected to demand greater 
input in program design and performance. The Public Service 
will face ongoing pressure to control and reduce costs. 


As a result of Program Review, several federal departments will 
increase cost-recovery for programs that confer a benefit on 
specialized groups. For example: | 
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€ Parks Canada will increase user fees to maintain and 
expand Canada’s national parks system; 


e Health Canada will impose cost recovery for drug 
approval and other regulatory processes; and 


@ Fisheries and Oceans will impose user fees for the 
issuance of fisheries licences. 


Public servants will need to ensure that the concerns and 
interests of users and clients are addressed in program design 
and delivery. These measures should lead to strengthened 
partnerships between service providers and service recipients, 
and to greater mutual understanding. 


Basing Federal Leadership on Information and 
Knowledge 

Program Review confirmed the trend that an important role of 
the Canadian government will consist of the provision of 
information, knowledge and ideas. Knowledge and research can 
help other governments and other organizations to pursue 
common goals or to increase their understanding of how to meet 
new challenges. For example: 


& Environment Canada will track and report on threats to 
the environment; 


e Health Canada will establish a health intelligence 
network to identify threats to public health and safety; 


e Industry Canada will use information gathering and 
dissemination to help industry develop industrial and 
science framework policies; and 


® Fisheries and Oceans will do more research to help 
conserve the oceans’ ecosystems. 
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In a global environment, governments are uniquely positioned to 
use information and knowledge to shape and manage emerging 
public policy challenges. Governments can help ensure that their 
citizens have access to the ideas and knowledge used by other 
nations to address similar issues. The explosion of new 
information technologies allows government to communicate and 
receive information in a timely and comprehensive fashion from 
citizens and groups. 


Organizing Programs and Services from the Client’s 
Perspective 
Greater emphasis will be placed on organizing program and 
service delivery from the perspective: 
; ~ and needs of clients. Public servants 
The Public Service | are making greater use of 
is moving towards intergovernmental and 
an integrated i interdepartmental co-operation to 
approach to address the full range of clients’ 
serving the needs | needs in program delivery and 
| . . | design. For example, Canada 
RATES Business Service Centres have been — 
established in all provinces. They 
bring together the activities and services of 19 federal | 
departments, and often include provincial and private-sector | 
participation. The centres provide single-window service to | 
clients wanting access to government programs for business. 
Either directly or through interactive technology, clients can use 
the centres to tap into a large array of federal programs and 
Services. 


As a result of these arrangements, the clients’ needs are 
paramount, not the needs of departments which deliver 
programs. The use of service delivery models, based on servi | 
clients’ needs, will accelerate in the coming years. 


\ 
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Using Information Technologies to Improve Program 
Delivery 

New technologies are also helping public servants to serve 
clients better. New technologies mean 
that service delivery need no longer 
depend on the traditional approach of 
providing federal services during a 
servanis Serve standardized work day (for example, 
clients better. 9:00 a.m.-5:00 p.m.) and through 
direct exchanges between public 
servants and clients. The use of 
modern technology will allow clients to decide for themselves 
when they require a service and how much service they want. In 
many cases, client demand, not the availability of public 
servants, should determine how often a certain service will be 
used. Several innovative projects were pursued in 1994-95: 


New technologies 
are helping public 


@ the Electronic Procurement and Settlement System 
became fully functional, allowing the private sector to do 
business electronically with the federal government in the 
purchase of goods and services and settlement of 
accounts; 


e through the Canadian Governments On-line initiative, the 
federal, provincial and municipal governments began 
working together to develop opportunities for the 
electronic delivery of government information and 
services to Canadians; and 


® Statistics Canada conducted an on-line pilot project, 
which will be fully operational in 1995, allowing clients 
to obtain and customize highly disaggregated statistical 
information to meet their own needs. 
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New information technologies will continue to revolutionize how 
programs and services are delivered and will help ensure that 
the government remains close to the clients, and may even bring 
it closer. 


Impact of Major Trends on Public Servants 
Just as certain major trends are reshaping the Public Service as 
an institution, others are affecting individual public servants and 
how they do their jobs. The trends include: 


@ public service downsizing; 

@ changing demographics; 

® a critical public environment; and 

® recent changes in the public service employment 
contract. 


Managing Downsizing 

Public service downsizing is a result of changes in the core 
functions of the federal government 
and fiscal pressures. Certain 
functions and programs previously 
managed by the Public Service are 
being transferred either to the 
private sector or to other levels of 
government. Other programs are 
being moved from the core public 
service to the broader federal 
public sector through the use of alternative delivery 
mechanisms. 


Downsizing results | 
| from fiscal pressures 
and changes in the 
federal government’s 
core functions. 


The 1995 budget and Program Review will mean 45,000 fewer 
public service jobs over the next three years. The need for 
downsizing was based on new priorities; it does not reflect an 
assessment of the professionalism and dedication of the people 


' 
|! 


: 
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who work in the Public Service. It is important to keep in mind 
that those who will leave the Public Service are colleagues and 
friends of those who will remain. They have worked with 
dedication and served Canadians well. Their contribution is and 
will continue to be respected. 


Many of those who will be leaving are looking forward with 
enthusiasm to new challenges and opportunities outside the 
federal public service. For others, it is a period of uncertainty 
and anxiety, and those who remain will share these emotions. 
Some employees will start new careers in the public sector, 
others in the private or voluntary sectors. 


Special programs have been announced to provide for early 
departure and early retirement. Even with departure incentives, 
there will be a difficult adjustment. Every effort must be made 
over the course of the next year to help these men and women 
and their families through this transition. 


For any large organization, managing downsizing is a difficult 
challenge for all employees. For the Public Service, downsizing 
will test the skills and judgement of its managers. In more 
general terms, downsizing will test the collective resilience and 
strength of the Public Service of Canada as an institution. 


Those who remain also experience a sense of insecurity and 
anxiety about what is going on around them. For the vast 
majority who will keep their jobs, it will be a period of stress 
and change. Public servants are quite correct in thinking that 
their work world and the traditional concept of a public service 
career will continue to evolve. The changing nature of public 
service employment must be openly debated, and this debate 
must inform efforts to build the Public Service of the future. 
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Addressing Public Service Demographics 

The Public Service is aging. Currently, approximately 30 per 
cent of the Public Service is in the 

; ly 45-54 age range. In particular, over 

The Pub lic 60 per cent of those in the executive 

Service is aging. category range in age from 45 to 54 
years. These senior public servants 

will be an indispensable resource in 
guiding the Public Service through its current transformation. 
However, in a very short time, the senior ranks of the Public 
Service will need to be replenished. Measures are required in 
every department to ensure a smooth succession at all levels. 


Renewing the senior ranks will provide an opportunity to 
reassess what leadership and management skills are required to 
best serve the Public Service of the future. University 
recruitment will also be an important instrument of staff 
renewal. 


The dual challenges of downsizing and renewal will need to be | 


managed at the same time. 


Restoring Pride and Respect 

The public and political environment in recent years has been 
critical of the performance of public servants. Inefficiency and 
waste in public service activities have been seen to be more 
prevalent than high performance and dedicated service. This 
critical environment discourages public servants from taking 
pride in their institution and profession. 


The Public Service faces several difficult challenges in the 
coming years: adjusting to the changing role of government, 
achieving downsizing, renewing its ranks, and shaping the 
institution that will serve Canadians in the future. The Public 
Service will need the respect and confidence of all those it 
serves, to do its job well. Public servants need to have a sense 


of pride in the importance of the institution. Respect must be a) 
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governing feature of how elected officials and public servants 
work together and of the relationship between public servants 
and citizens. 


However, respect for the Public Service does not rest 
exclusively on positive political 
eres Hike. an public attitudes, but also on 
Ow individual public servants 

should be proud of view their jobs and responsibilities. 
the important Public servants should recognize 
contribution they the important contributions they 
make to the quality make to the quality of life of all 
of life in Canada. Canadians. They have chosen an 
honourable and challenging 
profession. They must take pride 
in their institution and this pride must be evident in how they 
serve Canadians. } 


Modernizing the Employment Contract 

The traditional contract between federal public servants and the 
government has been based on a commitment to provide 
employment security within the Public Service. Changes in 
recent years have led the government to revisit certain elements 
of this employment contract, while maintaining a commitment to 
the historical underpinning of the contract. The changing nature 
and role of government will inevitably lead to other changes in 
working conditions in the public sector. 


While continued modernization of the public service 

employment contract is necessary, it must be recognized that 
ongoing salary and increment freezes do adversely affect the 
Public Service in its ability both to recruit the best talent in the 
country and to sustain morale and dedication. As the end of the 
current salary freeze approaches, the government must reflect on 
the consequences of future decisions regarding public service 
compensation. 
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Conclusion 

Although much of the Public Service was fully engaged in major 
policy and program reviews in 1994-95, it maintained high 
quality in the delivery of a broad range of services and 
programs. Among other things: 


@ 6 million airplanes landed and took off safely at major 
and local airports; 


@ more than 18,000 tonnes of meat were inspected daily; 
@ some 80 million pension cheques were sent out on time; 
@ 200,000 applications from new immigrants were 


processed; and 
@ 108 million travellers passed through Canadian borders. 


The daily efforts of public servants to be more efficient and 
innovative in the use of Canadians’ tax dollars went unheralded. 
Success in the Public Service often goes unnoticed but it 
deserves nonetheless to be highlighted and celebrated. 


The transformation of the Public Service must continue. The | 
task ahead is to build a vibrant 
aL organization, adapted to modern © 
The Pub lic Service ae and well ane to serving — 
will continue to Canadians and governments in the’ 
operate in a turbulent @ future. There is no question that — 
environment. the Public Service of Canada will 
continue to operate in a turbulent | 
environment. The leadership | 
challenge for the senior ranks of the Public Service will be to 
articulate a coherent vision and ensure that public servants have ~ 
the tools they require to do their jobs. | 
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While the Public Service will continue to undergo a fundamental 
transformation over the next decade, it is not without 
guideposts. It will continue in its mission to provide high quality 
service to Canadians and policy advice to government. In 
carrying out these functions, the Public Service will be guided 
by its core values and principles. It will maintain its 
commitment to knowledge and honesty over opinion and 
expediency. The Public Service will remain dedicated to the 
principles of merit and fairness. At the same time, a greater 
emphasis will be placed on the importance of quality service, on 
the value of teamwork, on the will to innovate and on a sense of 
responsibility and accountability. 
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Hil 


Preparing for the Future 


Introduction 

With so much changing for the Public Service, there is a 
tendency to lose sight of what is not changing — and a lot is not 
changing. 


The Public Service is a national institution central to the 
functioning of Canada’s democratic 

wie Public m society and parliamentary traditions. 

ae a It makes an ongoing positive 

Service is SACU al contribution to the prosperity, well- 

to the functioning being and high quality of life of 

of our democratic Canadians; it serves as the guardian 

society. of the framework of laws and 

regulations through which the 

democratic principles Canadians value 


are secured. 


The very functions and responsibilities of the Public Service are 
founded on the values and ideals that citizens, political leaders 
and legislatures define as the most important in Canadian 
society. 


The Public Service is a non-partisan, professional institution, 
providing the government 
Nae of the day with frank and 
The Public Service is non- honest policy advice — not 
partisan, providing for ideological reasons but 
government with frank, because history has taught 
honest policy advice. us that is the best way to 

# serve Canadians and their 
elected representatives. 
Highly trained experts and professionals are responsible for 
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delivering specialized programs and services to citizens. Policy 
advice to ministers and Cabinet is based on objective and well- 
researched analysis. 


In the future as in the past, federal public servants will continue 
to be governed by their traditional values: 


® service to Canada and Canadians; 

® loyalty to the duly elected government of the land; 

® honesty, integrity and probity; and 

@ commitment to merit and fairness. 

These values will help ensure that the core public service of the 
future is a cohesive, integrated institution. Values speak to the 
collective ideals and shared commitments of all public servants; 


they help unite and set a standard framework for behaviour and | 
performance. 


Preparing for the Future 
Over the coming years, the Public Service faces three key tasks: 


| 
| 
| 


& to continue the process of modernizing service delivery; | 

@ to strengthen its policy capacity; and 

ea to build a vibrant national institution that is adapted to 
future needs. | 


Modernizing Service Delivery 

The Public Service has made solid progress in recent years in 
improving the quality of service provided to Canadians. | 
Efficiency, effectiveness and economy are central principles of | 
the way the federal government’s operations are managed. | 
Federal public servants are working closely with their clients to | 
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get program and service delivery right. Important advances have 
been made, but more needs to be done to ensure that program 
delivery and design more clearly reflect client needs. Doing so 
will be a major challenge for the Public Service. 


Efforts to improve program delivery will be shaped by the 
operational environment faced by all public servants: 


& ongoing political and public scrutiny as to whether the 
federal government’s size and functions are affordable 
and appropriate; 


@ further efforts to clarify respective roles and 
responsibilities among governments; 


€ ongoing demands from Canadians for high-quality and 
diverse services, but no additional resources for program 
enhancements; 

e continuing pressure to ensure that program and service 


delivery is designed from the client’s perspective and to 
let clients have greater input in program design; 


€ continuing requests for increased openness and 
transparency in government decision making; and 


e ongoing use of new information technologies to replace 
traditional modes of service delivery. 


Front-line public servants face the realities and complexities of 
this operational environment on a daily basis. They play a vital 
tole in interpreting and understanding what their clients require. 
But knowledge is of limited value unless there is discretion to 
act. Using the principles of modern public sector management, 
the following measures need to be considered. 
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Delivering Service from a Client Perspective 
The Public Service must become better organized to deliver 
programs and services from the 
client perspective. Building on 
must be organized to mode: SeuChMsithe: @alaca 
DPA ap Poe Business Service Centres, more 
; ORES attention needs to be given to 
services from the client & the use of "service clusters" 
perspective. where a group of departments 
and agencies share the 
responsibility and cost of 
providing a range of services. "Service clusters" do not have to 
be restricted to federal departments. Partnerships — whether 
with the non-profit or business sectors or with other levels of 
government — can allow for innovation and specialization to a 
degree that is often not possible with a single organization. 


The Public Service 


Designing and implementing new ways of delivering services 
requires a reexamination of how 
financial and administrative authority 
The way financial § is devolved between central agencies 
and administrative @ and line departments, and also 
authority is between national, regional and local 
devolved must be offices. While reforms in the federal 
reexamined. government’s administrative, 
; budgetary and personnel systems over 
the last 15 years have given 
departments greater control over program spending and 
operating budgets, further devolution of authority and 
responsibility down and across departments has not always 
followed. 
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As well, new ways of organizing service delivery may require 
departments with front-line 

ion responsibilities to delegate authority and 
Traditional responsibility to one another or to groups 
accountability of managers working together to 
regimes need collectively provide a range of services. 
rethinking. This will require rethinking traditional 
accountability regimes for people from 
different organizations. 


Exploring New Organizational Models 

New organizational models for service delivery need to be 
explored. There is a need to 

tne consider making greater use of 
New organizational alternative institutional 

models for service arrangements, such as agencies, 
delivery need to be tribunals, Crown corporations and 
explored. special operating agencies, to 
deliver services. Although the 
Public Service of Canada has made 
some progress in this area, the results are modest relative to 
other western nations, which have witnessed an explosion of 
alternative institutional arrangements. Comparative experience 
has shown that program delivery can be improved using 
specialized organizations governed by rigorous accountability 
frameworks. 


The expanded use of new institutional models will require 
careful consideration of how best to manage portfolios and a 
redefinition of the roles and responsibilities of departments, 
agencies, boards and other entities within the portfolio 
responsibility of a single minister. This raises important issues 
regarding what functions and structures will constitute the core 
public service and how such issues as recruitment, compensation 
and interdepartmental mobility will be managed. 
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Optimizing the Service Delivery Network 

Efforts must be made to rethink the federal government’s 
optimal service delivery network. 
New information technologies will be 
Efforts must be invaluable tools in so doing. 

made to define Efficiencies can be achieved through 
the federal the sharing of data among 
government’s departments, providing "single- 
optimal service window" service delivery, and even 
delivering services right into the 
home. With the use of networks and 
~ information sharing, organizational 
boundaries should not serve as impediments to better service. 
New information technologies allow for integrated databases and 
common program delivery. Clients should be able to face a 
"seamless" federal government in their daily interactions for 
programs and services. 


delivery network. 


Among other benefits, technology will also help the federal 
government to retain close contact with Canadians. Through the 
use of electronic networks and interactive technologies, the | 
Public Service will remain close to the citizens it serves. 
Individual public servants can continue to be aware of and 
responsive to the needs of their clients without necessarily 
having a physical presence in their vicinity. 


Federal departments and agencies are exploring many of the 
initiatives discussed above, and this should be applauded. The 
Treasury Board Secretariat will provide leadership and strategic 
direction as needed. 


Groups of officials representing headquarters and the regions 
have volunteered to deal with these issues. Their input and 
suggestions will guide the actions of departments and agencies. 
These working groups will: 


@ explore new models for program delivery; 
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e examine options to rationalize, integrate and optimize 
federal points of service; 


® discuss the changing nature of the Public Service and its 
work force; and 


@ review the corporate management of federal overhead 
Services. 


The Public Service will be invited to debate these issues and 
develop ways of addressing them. 


Strengthening the Public Service’s Policy Capacity 
In the last few years, while there has been significant reform in 
the Public Service, its core role of 
; policy development has received less 
The Public attention. A group of officials has 
Service 's policy recently undertaken a review of the 
capacity must be federal government’s policy capacity. 
strengthened. The review concluded that the policy 
| development function is strong and 
there are excellent people and 
practices in many parts of the federal policy community, but 
there is a need to pay greater attention to longer-term and 
strategic policy development, including horizontal and cross- 
cutting issues. 


The challenge is to replenish the policy thinking in every 
department so that all departments are in a position to provide 
the government with broad policy options in every field. 
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Addressing Long-Term Policy Issues 

The Public Service must better equip itself to address long-term 
policy issues. Policy development 
needs to map out, in both the 
medium and long term, how the 
broad determinants of change will 
quality policy affect Canada’s future. Although 
advice. these points may seem self-evident 
to many public servants, they 
speak to the need to make policy 
advice expansive and reflective rather than reactive and 
expedient. The changing policy environment has created a 
restored demand for high-quality policy advice from the Public 
Service; this has been amply demonstrated by the events of 
1994-95. 


There is a restored 
demand for high- 


Senior public servants must ensure their organizations are not 
fully absorbed in the "crisis of the day" at the cost of long-term 
policy development. This will be an ongoing challenge and 
responsibility. The best policy analysts must not be so busy 
working on transactional issues that there is no time or energy 
to devote to the long-term policy development and research that 
are needed to guide and advise government. Deputy ministers 
are especially responsible for ensuring that the appropriate 
balance is struck. 


Addressing Horizontal Policy Issues 
The Public Service must develop ways to better address | 
horizontal, cross-cutting issues, including implementing the right. 
system of incentives and accountability, which is one of the | 
major challenges. Finding ways to effectively address horizontal. 
issues is a difficult task, and all western nations are trying to do 
a better job of it. To date, public service practice in this area, 
has not lived up to the concepts of interdepartmental : 
collaboration that are professed, and a better job must be done. | 
| 


| 
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The dominance of horizontal and cross-sectoral issues — where 
no single department has the 
exclusive expertise and resources 
required to address contemporary 
policy issues and many departments 
must be involved in developing the 
cross-cutting best policy advice — demands that 
Issues. public servants co-operate on 
policy development to a greater 
degree than in the past. 
Departmental boundaries and vertical accountability must not 
impede effective policy development in the Public Service. In 
the future, departments need to work in a different manner, such 
that collaboration, partnerships and consultation to build 
consensus are paramount. 


Increased 
collaboration is 
needed to address 


The challenge for public servants over the next years will be: 


€ to educate themselves on new approaches to policy 
development; 

& to address emerging challenges; and 

e to work on new approaches to improve collaborative 


work on horizontal issues. 


Working collectively will mean finding a system of 
accountability which ensures that responsibilities and roles are 
clearly defined and that collaboration is rewarded. The end 
result must be a strengthened policy capacity within the Public 
Service, to provide ministers with the best possible advice and 
options for meeting tomorrow’s challenges and opportunities. 


New approaches need to be explored to address horizontal 
policy issues. In order to develop collaborative policy 
recommendations across departments, greater use of specialized 
and temporary task forces may be required, whereby groups of 
Officials are brought together to work on a specific policy area. 
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Working groups have been created to examine these issues and 
will report to the deputy minister community in 1995-96. The 
working groups will examine options for improving medium and 
long-term planning in the Public Service and for managing 
horizontal issues, including new accountability regimes. 


Achieving Renewal and Rejuvenation 

Of the challenges facing the Public Service, perhaps the most 
important will be to ensure that it remains a modern and vibrant 
national institution. This is a challenge for all public servants. 
For the Public Service of Canada to retain its reputation as one 
of the country’s most important assets, it must be able to attract 
and retain high-calibre people. This will require renewal through 
recruitment and ongoing investment in training and 
development. 


As noted earlier, the salary freeze that the Public Service has 
faced over the past several years will seriously impact the ability 
to attract and retain good people in the long term. At the same 
time, the Public Service faces a major problem in terms of 
succession planning: 


® over 30 per cent of the current public service executive 
category will be in a position to retire by the turn of the © 
century, and this rises to about 70 per cent by 2005; 


® over 20 per cent of the executive feeder group will be in 
a position to retire by the turn of the century, and this 
rises to about 45 per cent by 2005; and 


e over 15 per cent of the scientific and professional | 
category will be in a position to retire by the turn of the — 
century, and this rises to about 35 per cent by 2005. 
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In a very short time, the senior ranks of the Public Service will 
need to be replenished. Although the 
; : Public Service is going through major 
New r ecruus will downsizing, careful Belen all 
be crucial to need to be paid to attracting and 
rejuvenating the developing the leaders of tomorrow. 
Public Service. New recruits will be crucial to 
rejuvenating the Public Service with 
innovative ideas on how to serve 


Canadians better. 


But entry level recruitment is not the only facet of renewal. 
Measures will be required to fill the senior ranks of the Public 
Service and to ensure a smooth succession. Renewing the senior 
ranks will provide an opportunity to reassess what leadership 
and management skills are required to best serve the Public 
Service of the future. 


Conclusion 

When organizations experience great stress and change, there 
are often calls for a renewed vision to bind and inspire. 
Questions then arise about whether existing values are in conflict 
with new ways of doing things. 


The Public Service of Canada has a clear vision and mandate. 
No matter what the job, the task, the 
program or the location, all federal 
The core values of public servants are governed by a 
public servants core philosophy: to serve Canadians 
remain as and their government. Public attitudes 
relevant and and political institutions evolve, but 
important as ever. § UF tradition of a professional, non- 
partisan public service transcends any 
specific reform or restructuring. The 
Public Service will continue to play an important role in the 
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lives of Canadians. The core values which govern the work of 
all federal public servants remain as relevant and important as 
ever. 


It is important that we recognize the value of the contribution 
we all make as public servants to the quality of life of 
Canadians. We should be proud of the profession and career that 
we have chosen and the work we do. It should be evident in the 
way we serve Canadians and their government. 


Notes 


Notes 
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ERK OF THE PRIVY COUNCIL AND 
SECRETARY TO THE CABINET 


GREFFIER DU CONSEIL PRIVE ET 
SECRETAIRE DU CABINET 


CANADA 


February 3, 1997 
Dear Prime Minister: 


I am pleased to submit to you the Fourth Annual Report 
on the Public Service of Canada. This report is prepared pursuant 
to the Public Service Employment Act. 


This year, the Annual Report begins with a report on the 
progress that has been made in realigning the roles and 
responsibilities of the Government of Canada. It discusses the 
profound change that this realignment of roles is having on 
Canadian society as governments forge new relationships among 
themselves, lay the basis for new partnerships with other sectors 
of society and change their relationship with citizens. 


In light of the changing role of government, last year’s 
report identified three key tasks for the Public Service of Canada: 
modernizing service delivery, strengthening policy capacity and 
building a vibrant national institution adapted to future needs. 
This year’s report discusses the progress that has been made on 
these tasks and signals further work that is necessary to ensure 
that progress continues. 


The Public Service of Canada makes a significant 
contribution to the performance of the country and the well-being 
of Canadians. Canadians and their elected representatives have 
always been able to rely on a public service that is one of the best 
in the world. One of the key tasks for all public servants over the 
next year will be to ensure that this will continue to be the case. 


Mr. Prime Minister, under your guidance and with your 
support, the men and women now serving in the Public Service 
are willing and able to meet the challenges they face. They are 
committed to pass on to those who will follow a vibrant 
institution adapted to future needs and staffed by highly qualified 
and committed professionals equally ready and able to face the 
challenges of their time. 


a ocelyne Bourgon 
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Introduction 


Last year’s report looked at several international trends that are 
having an impact on the role and functions of government and 
public sector organizations throughout the Western world. A year 
later, globalization, new information technologies, fiscal 
pressures and the changing fabric of society remain the primary 
drivers of reform. 


These determinants of change contribute to rethinking the role of 
government; the relationship between government and citizens; 
and, by extension, the organization of and the relationships 
within the public sector. While Western nations are confronted 
by the same overall trends, each is nevertheless shaping its own 
agenda for change. Last year’s report concluded that, as the role 
of government is changing, the Public Service of Canada faces 
three key tasks. A year later, these tasks remain the primary 
challenges: 


e Modernizing service delivery 

¢ Strengthening policy capacity 

¢ Building a vibrant national institution adapted to future needs 
This year’s report will 


¢ Report progress on realigning the roles and responsibilities of 
the Government of Canada 


I — Introduction 


Report progress on the three key tasks identified in last year’s 
report 


Signal further work necessary to ensure that progress 
continues 
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I 


The Role of Government 


Against the backdrop of the international trends discussed in last 
year’s report, all governments in Canada are facing considerable 
pressure to adapt their roles to address contemporary needs 
within society’s collective means. In response to pressure for 
change, governments have already made considerable progress. 
The profound realignment of roles under way will have major 
significance for all governments and for every citizen. 


The magnitude and nature of the transformation under way and 
the period of time over which the 
An exceptional story transformation is occurring are 

; unprecedented since World War 
about reinventing the @ vy Time will tell if the right 
role of government ts decisions have been made and the 
being written in right balance has been achieved, 
Canada today. but it is already clear that an 
exceptional story about 
reinventing the role of 
government is being written in Canada today. 


Regaining fiscal sovereignty 

For the first time in a long while, Canada is on its way toward 
regaining its fiscal sovereignty. There is light at the end of the 
tunnel. 


Five years ago, Canada was facing a serious fiscal problem at 
both the federal and provincial levels. In 1992-93, the aggregate 
federal-provincial-territorial deficit had reached 9.6 percent of 
gross domestic product (GDP). Today, seven provinces have 
balanced their budgets and five are repaying their debt. As a 
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result, the combined provincial-territorial deficit has been cut by 
a full 50 percent since 1992-93. 


At the federal level, the deficit amounted to 6 percent of GDP in 
1993-94. In relation to GDP, the 1997-98 financial requirements 
(the amount of new borrowing from financial markets) will be the 
lowest since 1969-70 and the lowest of any central government 
in the seven leading industrialized democracies, the G-7 
countries. By 1998-99, federal program expenditures (which 
include all federal spending except interest payments) as a 
percentage of GDP will be at the lowest level since 1949-50. 


This turnaround was achieved without a major service or system 
breakdown and without the civil unrest that many other countries 
have experienced. These results are a tribute to the resolve of 
ministers and governments, who made difficult decisions. But 
also, and in no small way, they are a tribute to the creativity and 
the skill of federal and provincial public servants who put 
forward ambitious proposals and oversaw their careful 
implementation. This work continues to be carried out every day 
— with patience, competence and rigour. 


While the implications of these changes will take time to assess, 
if governments pursue their current course, it may mean that 


e This generation of Canadians will not leave a legacy of 
growing debt for the next generation. 


e Governments will have collectively regained their capacity to 
invest in the future of the country. 


¢ Downsizing in the public sector will come to an end. 
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These impressive results were achieved over a very short period 
of time. To accomplish them, 
governments had to move away 
from the approach of “doing 
more with less” and recognize 
set clear priorities. the need to make real choices 
and set clear priorities. 


Governments had to 
make real choices and 


Recognizing that an effective public sector is an essential and 
critical part of a well-functioning society, governments will soon 
face two difficult questions: 


1. What should government do, within society’s means, to 
ensure a well-performing modern society? 


2. As Canada prepares for the next millennium, what priorities 
should be pursued to contribute to the betterment of Canada 
and Canadians? 


Program Review 

A central thrust of the Government of Canada’s renewal efforts 
has been Program Review, through which all programs and 
activities were examined to redefine the role of the government in 
the future, in accordance with Canada’s collective means. 


The outcome of Program Review has already been made public 
by the President of the Treasury Board in the House of Commons 
on March 7, 1996. That statement about the basic function of the 
government is important because it provides a focus for what the 
government does, and it establishes a benchmark against which 
all government activities can be assessed. 
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It affirms that the Government of Canada can best serve 
Canadians by concentrating its activities around five core roles: 


1. Ensuring that Canada speaks with one voice in the community 
of nations on issues of concern to all Canadians. This role 
addresses the need to defend Canada’s sovereignty in a global 
environment, and includes areas such as foreign policy, 
international trade, peacekeeping, immigration and defence. 


2. Protecting and strengthening the efficiency of the Canadian 
economic union. The Canadian economic union is the base 
from which Canadian firms and industries learn to compete in 
the global economy. It is also the economic space where 
Canadians exchange goods and services, and where wealth 
and jobs are created. The role of the government includes 
setting framework laws that ensure the effective operation of 
the marketplace, such as bankruptcy, competition, and 
intellectual property laws, as well as sectors of regulatory 
activity, such as environmental or consumer protection. 


3. Protecting and strengthening the Canadian social union and 
the solidarity of Canada. The social union contributes to the 
quality of life, security and safety of all citizens. It is the 
sharing community. It also contributes to attracting and 
retaining domestic and international investment, and it plays a 
key role in the creation of jobs. To those in need, it provides 
a system of mutual help, such as assistance to youth, to the 
elderly and to the unemployed, through transfer and 
equalization programs. It is therefore a contributor to a 
strengthened federation. 


4. Managing the pooling of resources for the pursuit of 
collective goals where a single program or centre of expertise 
would be more efficient and where there is a limited need for 
diversity. This role recognizes the contribution of the 
Geological Survey of Canada, the Canadian Hydrographic 
Service, the Atmospheric Environment Service, and Statistics 
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Canada, among others. It recognizes that there are occasions 
when citizens are best served by pooling resources. 


5. Acting as the guardian of citizens’ rights in a democratic 
society of parliamentary tradition, governed by the rules of 
law that protect and promote Canadian values and identity 
while celebrating our diversity. This role addresses a wide 
range of issues, from the government’s fiduciary 
responsibility to Native people to official languages to law 
enforcement. Security of life and property is one of the 
hallmarks of Canada, and it contributes to the quality of life 
and the standard of living of Canadians. 


Implementation is always the most difficult part of any reform. It 
requires courage, persistence and resolve. It is also the test that 
reveals the true quality of reform. 


As decisions are implemented to their full conclusion, Canadians 
will discover the real extent of the reform that is under way. The 
most visible sign to date has been “less government.” This 
results from the many difficult decisions that governments have 
made to reduce services in some areas and eliminate them in 
others, in order to realign the role of government to address 
contemporary needs within society’s collective means. 


A more careful look, however, reveals that while governments 
are making decisions to reduce the 
level of indebtedness and bring 
Governments are Canada closer to the goal of 
contributing to balanced budgets, they are at the 
profound change in same time contributing to a 


Canadian society. profound change in Canadian 
society. This change includes 


¢ Forging a new relationship among governments 
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Laying the basis for new partnerships with other sectors of 
society 


Strengthening the relationship between government and 
citizen 


The reforms to date lay the basis for the changes to come. 


Forging a new relationship among governments 
The realignment of roles by all governments in Canada has 


The public debate on 
overlap and duplication 
between governments a few years ago. Today, the 
lags behind the reality public debate on overlap and 
of change in Canada. duplication lags behind the 


substantially reduced the 
degree of overlap and 
duplication among 
governments that existed even 


reality of change in Canada. 
Many of the issues of concern 


to governments and to the public in the 1980s and early 1990s 
have either been resolved or are being addressed. The examples 
are many: 


The Government of Canada has refocussed its role in 
forestry, mining and energy from local works to research, 
much of it implemented through federal-provincial 
agreements. 


Some provinces have eliminated their overseas offices and are 
building instead on the Canadian network of posts and 
embassies abroad. 


Federal and provincial governments are pooling their 
resources in a new Canadian Tourism Commission to 
promote Canada abroad and co-ordinate domestic efforts. 
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e The Government of Canada has announced that it will not use 
its spending power to create new shared-cost programs in 
areas of exclusive provincial jurisdiction without the consent 
of a majority of the provinces. 


¢ More recently the Government of Canada signed agreements 
with Alberta and New Brunswick to transfer responsibility to 
those provinces for design and delivery of labour market 
development measures for Employment Insurance clients. 


As a result of the progress to date, the direction of reform is now 
starting to shift from a clarification of roles and responsibilities to 
the more complex but promising task of forging and defining a 
more modern partnership among governments. 


As the earlier decisions on roles and responsibilities are being 
implemented, governments are 


rs iscoverin no amount of 
The notion of airtight ciscovenns at ii 
streamlining or downsizing — 


GREE S D ANE no definitions or statements of 
way to managing roles and responsibilities — 
interdependence among will ever replace the need for 
governments. governments to work together 
to meet the needs of Canada 
and Canadians in the 21st 
century. The notion of airtight compartments is giving way to 
Managing interdependence among governments to better serve 
citizens. Again, there are many early signs of progress. 


¢ As for job creation, all governments understand the need to 
work together. No single government controls all the levers 
and all must work together to achieve the desired result of 
creating a favourable environment for jobs and growth — the 
actions of one impact on all the others. 


¢ Similarly, an efficient social union is not so much a matter of 
jurisdiction as a matter of portability of entitlements, mobility 


10 II — The Role of Government 


and mutual help — privileges that extend to all citizens within 
a country. The issue is not whether each government has a 
role but how they will choose to work together. 


Building on the progress to date, and providing there is a will 
and circumstances are favourable, the coming years could see the 
emergence of a new relationship among governments. The next 
challenge will be to set priorities and make decisions together. 
Over time, the approach to services to Canadians — and their 
delivery — could change dramatically. 


Laying the basis for new partnerships 

As governments have focussed on realigning the role of their 
public sectors, some conclusions about governance in a modern 
society have become clearer. 


e Canadians need both a well-performing public sector and a 
well-performing private sector — working together. While 
there is a need to redefine periodically the role of 
government, there are functions and activities that only 
government can perform. Similarly, some functions and 
activities are best left to individuals taking initiative in the 
pursuit of their legitimate interests. 


¢ The pursuit of the public good is not the exclusive prerogative 
of government. Many groups, many stakeholders and indeed 
individual citizens contribute to the public good. 


¢ For government to fulfil its role of looking after the public 
interest, it must find its proper place 
alongside others in society. It must 
rely on its partners. It must 
recognize, encourage, reward and 
guide their contribution to the public 
good. In other words, governments 
must learn about partnership. 


Governments 
must learn about 
partnership. 
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Partnerships in pursuit of the public interest have great potential 
in the reform of the public sector 


Vis-a-vis Clients and citizens, who want to have a say in the 
services government provides and are prepared to take on 
more responsibilities 


Among stakeholders, who can combine resources to bring 
about greater results than any one partner could accomplish 
alone 


Among governments, who can provide an integrated approach 
to service delivery through horizontal integration among 
departments and vertical integration among governments 


Partnerships in pursuit of the public interest are not easy to forge 
— they take time, they often require cultural change and they 
come with responsibilities — but they can lead to results well 
beyond the reach of members acting alone. 


There are already many examples of public sector partnership in 
pursuit of the public interest: 


The Air Navigation System has been established as a not-for- 
profit corporation, with multiple stakeholders providing 
financial support in return for input into the use of revenues, 
the setting of fees, long-term expenditures and service 
standards. In return, government has an efficient air 
navigation system that is safe and secure. 


Grocery manufacturers, through a private sector not-for-profit 
institution, preclear television advertising script, with the 
process audited by government to ensure conformity with 
preclearance guidelines. The turnaround time has been 
reduced from months to hours, satisfying business while 
continuing to provide consumers with the same degree of 
protection. 


12 II — The Role of Government 


e Federal, provincial and municipal officials are working to 
optimize food inspection services. For example, in Alberta, 
the three levels of government have developed collective 
action plans to address food safety issues such as risk 
assessments and emergency preparedness. In addition, a pilot 
project in the dairy processing sector amalgamates federal and 
provincial dairy inspection services. The result is a 
streamlined system where a single federal or provincial 
employee conducts the inspection for both levels of 
government. Through this partnership, the integrity of the 
food safety program and the competitiveness of the food 
industry are maintained. 


e Forintek Canada Corporation is a partnership involving the 
federal government, six provincial governments and 
155 private companies in a not-for-profit corporation to 
undertake basic and applied research and development in 
wood products. By combining their efforts, the partners are 
able to bring together a critical mass of technical and 
scientific talent that generates significant economies and thus 
permits partners to draw benefits substantially in excess of 
their contributions. The partnership delivers “private 
services” (such as market-oriented research) to industry 
members and “public services” (such as public safety and 
environmental research) to government members. 


Partnership arrangements recognize that government does not 
need to “do it all” for the 


Part hi | i public interest to be well 
COUR aa Ori ela served. While there are 


recognize that g op ATA # already many examples of 
does not need to “do it all” public-private partnership, 
for the public interest to be more and more diverse 


well served. types of partnerships will 
emerge over the coming 


years as lessons are 
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learned from the experiments currently under way in every 
government and every department. 


Changing the relationship between government 


and citizen 
As governments set new priorities, they are also changing the 
relationship between government and citizen. 


One of the reasons that Canadians support governments as they 
take the necessary and 
difficult decisions to set 
priorities in order to live 
better government. within society’s collective 
means is that citizens 
anticipate getting better 
government and better quality service for the services that 
remain. They expect 


Citizens anticipate getting 


¢ The benefits of new technology to offer them more responsive 
service, flexibility of access, greater autonomy to meet their 
needs and greater efficiency. 


¢ Work to be organized around their needs (e.g., flexible 
hours, single-window service). 


¢ Services designed to address the needs of citizens as whole 
persons. In one place, they want to get what they need ina 
manner Suited to their circumstances, without concerning 
themselves with whom they must turn to. They hope to see 
government departments working together (horizontal 
integration) as well as different levels of government working 
together (vertical integration). 
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And finally, citizens expect 


e Governments to help them connect to all communities to 
which they belong, whether these communities are on the 
other side of the world or right in their own backyard. 


Summary 

Today, there is a great deal of modernization and 
experimentation under way in government. This extends to the 
evolving relationship between levels of government, partnerships 
with other sectors, and the changing relationship between 
government and citizens. Over time, these efforts have the 
potential to change significantly the way governments serve 
Canadians. Taken together, these measures could also contribute 
to the renewal of the federation and the strengthening of 
Canadian unity. 
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The Public Sector of the 
Government of Canada 


In order to understand the reforms that are under way in the 
public sector, we need to have a good understanding of the public 
sector of the Government of Canada as it is today. 


Diversity of the public sector 

There is great diversity in the public sector. Today the public 
sector of the Government of 

; ; Canada is composed of 

There is great diversity 24 departments; 37 Crown 

in the public sector. corporations; 26 tribunals and 
quasi-judicial bodies; and at 
least 48 service agencies of 
different types. Each organization exists for a purpose, and has 
its own role and its own culture. 


Each type of organization is best suited to perform certain types 
of work. They differ from one another by their management 
regimes, the degree of flexibility granted to managers, and the 
nature of the accountability framework for ministers and 
employees. ; 


The public sector of the Government of Canada today provides 
the equivalent of 370,000 full- 
time jobs of which less than 
A minister oversees a half, about 170,000, are in 
family, or portfolio, of departments. Each 
independent but related organization reports to a 
organizations. minister and through the 
minister to Parliament. 
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A minister, therefore, oversees a family, or portfolio, of 
independent but related organizations. Generally a minister 
oversees 


e A department — to serve the needs of its minister and the 
government; to shape laws and policies; and to provide those 
services that require regular ministerial oversight and 
direction. 


Departmental acts give a minister general authority for 
management and direction of the department. They also 
designate the deputy minister as the deputy head of the 
department and responsible for its financial and human 
resources management. The deputy is answerable to the 
minister for the quality of management and advice provided 
by the department and for any actions taken by departmental 
officials. 


¢ Service agencies — to provide services within an agreed-upon 
policy and legislative framework. These agencies are usually 
managed on the basis of greater accountability for results and 
require only general ministerial monitoring. Many are created 
by statute, which further defines their accountability. 
Usually, the minister is responsible (and must answer) for 
agencies. While the power and accountability relationships 
between heads of agencies, Parliament and the minister for 
each agency vary, the head of the agency usually has 
responsibility for its management, under the direction of the 
minister. 


* Crown corporations — to provide businesslike services within 
an agreed-upon policy and legislative framework. Ministers 
oversee these corporations by approving their multi-year 
business plans and tabling their annual reports to Parliament. 


Crown corporations have their own statutes that spell out the 
responsibilities of the minister, board of directors, and head 
of the corporation. These corporations are responsible to 
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Parliament through ministers, whose role includes 
recommending to the Governor in Council the names of 
prospective members for the board of directors, approving 
business plans before submitting them to Treasury Board, and 
tabling annual reports. The president of a Crown corporation 
is the chief executive officer who, on behalf of the board of 
directors, directs and controls the business of the corporation. 


¢ Tribunals — to make decisions or hear appeals to give effect 
to government policies at arm’s length from the government 
and on an independent basis. Their independence is key to 
their effectiveness. 


The minister is answerable in general to Parliament for the 
activities of tribunals in his or her portfolio, but maintains an 
arm’s-length relationship. The minister’s role is generally 
limited to making recommendations to the Governor in 
Council on appointment of members to the tribunals, and 
tabling annual reports. The chairperson is usually the chief 
executive officer of a tribunal, and supervises and directs the 
work and staff of the tribunal. 


These models are part of the current reality of the public sector 
of the Government of Canada. Each one has its advantages and 

disadvantages, and each is undergoing change. In the past, as in 
the future, one model did not and will not fit all. 


Over the coming years, it is a fair 
More diversity is assumption that more diversity (not 


likely to emerge. less) is likely to emerge as the 
government experiments with 


¢ Partnership arrangements 


¢ Integrated service delivery among departments and among 
governments 
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e New information technologies 


The challenge is to encourage experimentation, but to guide it in 
a manner that is respectful of the basic values and principles of 
the public sector, that maintains the necessary accountability of 
ministers, and that ensures appropriate parliamentary oversight. 


Core functions of the public sector 
Last year’s report discussed the core functions of the public 
sector at some length. These are 


e To support the government and ministers by helping to shape 
policies and laws for the future 


e To serve citizens by delivering services under existing laws 
and policies 


Now that the fundamental role of the Government of Canada has 
been largely redefined, it is time to look at how the public sector 
can best carry out its dual role of delivering services to citizens 
in today’s society and providing policy support to government 
and ministers. Chapter IV will report progress made since last 
year on improving service delivery. Chapter V discusses 
strengthening policy capacity. 
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IV 


Modernizing Service Delivery 


Last year’s report noted that one of the three key priorities for 
the Public Service of Canada would be to modernize service 
delivery. This would require delivering programs and services 
from the citizen’s perspective and exploring new organizational 
models, including partnerships with other levels of government 
and other sectors. 


Making progress 

Public servants have shown themselves ready to meet citizens’ 
expectations for improved service 
delivery and are responding with 
Innovations are imaginative and innovative 
taking place at all solutions. In every government, in 
_ RAH many organizations and in all 

i regions of the country, they are 
making progress in modernizing 


many champions of 
public sector reform. work methods, service provision, 
and the development of 
partnerships. Innovations are 
taking place at all levels; there are many champions of public 
sector reform. 


While there is still a long way to go, it is important to recognize 
the progress that is being made and to learn from these 
innovations. The following is not intended to present all of the 
examples of reform, but to put forward promising avenues to 
improved service delivery: 


1. Single-window services are being established to better serve a 
range of client needs by delivering a variety of services from 
the same location. 
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e Canada Business Service Centres, operating in all 
provinces, bring together the activities and services of 
federal departments, and often include provincial and 
private sector participation, to provide single-window 
service to clients wanting access to government programs 
for business. 


e Over the course of the last year, Human Resources 
Development Canada introduced a redesign of its service 
delivery network, reducing costs and developing 
alternative service delivery arrangements. In some 
instances, services became highly integrated with 
provinces, as in the Canada—Alberta Service Centre in 
Calgary and in Edmonton where service is completely 
seamless in terms of jurisdiction, permitting citizens to 
shop under one roof for jobs, labour market information, 
Employment Insurance, social services, retraining, 
apprenticeship programs, pensions, and day-care 
subsidies. 


2. Horizontal integration brings together the activities of two or 
more federal government departments to improve service to 
citizens and reduce cost to taxpayers and users. 


¢ Work is under way to integrate the food inspection and 
quarantine-related activities currently administered by 
Agriculture and Agri-Food Canada, the Department of 
Fisheries and Oceans, and Health Canada. Over time it 
might also be possible to achieve vertical integration with 
provincial and municipal food inspection activities. 


3. Vertical integration brings together the activities of two or 
more levels of government to improve service to citizens and 
reduce cost to taxpayers. 


¢ The National Energy Board and the Ontario Energy Board 
are working to design a common system for electronic 
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regulatory filing. This will permit participants in the 
regulatory process to use one system when dealing with 
both agencies, leading to greater efficiencies, reduced 
costs and more rapid settlement. 


4. Opportunities are being created for citizens to have a greater 
say in the delivery of programs which affect them, in return 
for increased responsibility. 


¢ Local airport authorities bring private sector management 
and greater municipal involvement to the management of 
airports. 


3. Technology is being used to better serve citizens. This will 
free up people to work with clients who have more complex 
issues to resolve. 


e In 1996, over 4.5 million income tax returns were filed 
electronically. And, in a pilot project in New Brunswick, 
4,677 tax returns were filed by telephone. 


e Through the Electronic Procurement and Settlement 
System at Public Works and Government Services 
Canada, the private sector can do business electronically 
with the federal government for the purchase of goods and 
services and the settlement of accounts. 


e Canpass (Airport) uses advanced card technology to speed 
travellers through customs and immigration. It allows 
low-risk, preapproved, frequent travellers to use a card 
electronically encoded with their fingerprint to bypass the 
regular customs interview and use a kiosk instead. Duties 
and taxes are calculated by computer and charged to the 
traveller’s credit card. Canpass (Highway) gives low-risk 
permit holders access to a similar system through a 
special gate. 
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6. Information technology is being used to reach out and better 
inform Canadians about government services. 


Thousands of children in more than 7,000 schools can 
learn about Canada via SchoolNet, an Internet service 
provided by Industry Canada. 


Businesses can access over 7,000 documents on Industry 
Canada’s Strategis web site. 


Treasury Board’s Information Management Subcommittee 
(TIMS) is exploring how technology can be used to 
improve services to Canadians and Canadian businesses. 
TIMS, which is composed of deputy ministers, has 
established three working groups to develop methods for a 
client-focussed approach to service delivery and to identify 
opportunities for streamlining service delivery by 
integrating services both across federal departments and 
with provinces. Each group has identified pilot projects to 
respond to specific client needs. The first of the three 
working groups is looking at how government delivers 
information to Canadians and to Canadian businesses; the 
second is looking at how government delivers services to 
Canadians; and, the third is looking at how government 
delivers services to Canadian businesses. More than 60 
people from 16 departments are represented in these three 
working groups. 


7. Internal service delivery initiatives are improving service to 
our internal clients. 


Under the sponsorship of the federal regional council, the 
federal public service in Nova Scotia has developed an 
Internet system that makes it easier to share resources 
such as fleet vehicles, boardrooms, training rooms and 
training courses. The Internet system in Nova Scotia also 
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supports the Regional Joint Adjustment Committee by 
allowing employees to post résumés and search for jobs 
on line. 


e Increased training opportunities and lowered costs are 
resulting from the sharing of training courses in the many 
Learning Centres established across the country. The 
Employee Development Centre in the Guy-Favreau 
Complex (Montréal), for example, offers training, career 
planning, and orientation services to employees from 
15 departments. Training programs are also offered on the 
Internet. 


¢ Six federal departments located in Les Terrasses de la 
Chaudiére Complex (Hull) have organized collective 
arrangements for administrative services, resulting in cost 
savings and improved service. To date, they have 
collaboratively negotiated fees or leases for such services 
as postal rates, couriers and photocopiers. Savings of 
$6.8 million have been realized since 1993. 


These examples have many common features. They are all public 
sector models. They are fulfilling a public sector mandate in 
accordance with public sector values and using public sector 
management practices. They are respecting the fundamental 
principles of responsible government and ministerial 
accountability. They are reaffirming the commitment to service. 
They are signalling that service can be improved by an integrated 
approach among departments and among governments. They are 
making use of new technologies. 


Commitment to quality service 

It is clear that the commitment to quality service is a fundamental 
responsibility of the public sector that is here to stay — with each 
improvement that is made, public servants are regaining 
enthusiasm and pride in their work. Though there remains an 
impatience on the part of Canadians for better quality service 
from all levels of government, the recognition by the Public 
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Service itself that service delivery must continuously be improved 
and the many examples of improvements that are being made 
bode well for the future. 


The public sector serves citizens rather than customers. It is an 
important distinction. Customers 
in the private marketplace seek to 
The public sector maximize their individual 
serves citizens rather advantage. If customers are not 
than customers. satisfied with a transaction, they 
are free to abandon their 
relationship with the provider at 
will. Citizens in a democracy are equal bearers of rights and 
duties in a community setting. That is, citizenship is not purely 
individual but rather derives from membership in a wider 
community of purpose, the democratic community to whose 
larger interests the Public Service is dedicated. A citizen is 
expected to work in concert with others, through democratic 
means, to alter an unsatisfactory situation. 


Though service delivery in the public sector is and will remain 
different from that in the 


Piblia Crier private sector, the public 
sector is, nevertheless, 


meet citizens’ expectations equally committed to 
and are ready to remove service quality and value 
barriers to more effective for money. Public servants 


service delivery. want to meet citizens’ 
expectations and are ready 
to remove barriers to more 
effective service delivery, but it must be done in a manner that is 
true to the roles and values of the public sector. 
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Moving forward 

Through the Task Force on Service Delivery Models, a 1996 task 
force of deputy ministers, we have analyzed some of the barriers 
to more effective service delivery to citizens; and we have looked 
at best practices within Canada at the federal, provincial and 
municipal levels, as well as internationally. 


Ministers have a collective responsibility through Cabinet. They 
also have individual accountabilities that push in the opposite 
direction. We have discovered that one of the principal 
difficulties to be overcome is the vertical stovepipes that divide 
government activities into separate domains of service delivery 
that do not reflect the interconnectedness of the real world. 
Pursuit of the public interest requires that ministers and officials 
rise above individual mandates and act together to meet the needs 
of citizens. 


More often than not, however, the barriers to integrated service 
delivery are self-imposed. 

They result from bureaucratic 
More often than not, the aidiy and red tape, the 
barriers to integrated protection of turf and a fear of 
service delivery are self- §] change. When these self- 
imposed. imposed barriers are 
addressed, we are limited, 
more often than not, only by 


Our imaginations. 


The Task Force on Values and Ethics, a 1996 task force of 
deputy ministers, noted: “Truly integrated delivery will require 
an altogether new order of integrative competence at the front 
line of service delivery, and an altogether new mindset behind it, 
one that is truly capable of visioning government from the 
perspective of the citizen, and reconceiving the way we do things 
to meet the needs of real people.” 
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To achieve this result, experimentation and innovation need 
to be encouraged and supported. It is important to 
experiment, to learn, to make progress without the comfort of 
knowing all the facts ahead of time. For example, regional 
councils of senior federal officials in each province have often 
been incubators of change and experimentation. They are 
closest to the clients and their views on how best to meet 
client needs should be carefully considered. Their 
contribution is significant. 


It is equally important to accept that there can be no 
experimentation without risk. Ministers and senior officials 
must accept some of the uncertainty implicit in giving up a 
degree of control. Not every experiment will be a success. 
Some honest mistakes will be made. This needs to be 
understood and accepted. Our commitment should be to learn 
from these situations. 


We need leaders who will lead by example and who are 
prepared to move from control to trust — from supporting 
systems to supporting values — from the comfort of process 
to a commitment to results. 


We must relentlessly pursue the elimination of self-inflicted 
impediments to improved service delivery — such as 
bureaucratic red tape, turf protection and the fear of change 
— because these more than anything divert attention and 
energy from the goal of improved service to Canadians. 


We need to take a “whole-of-government” approach in 
service delivery which looks outward to the public interest 


rather than inward to the departmental interest. 


Finally, we need a commitment to partnership and teamwork. 
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There is no master plan — nor can there be. Everyone must join 
in and make a contribution. We will 
learn from each other. In so doing, 
we will discover new ways of 
modernizing the public sector and 
the Canadian federation at the same 
time. 


We will learn from 


each other. 
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Strengthening Policy Capacity 


Last year’s report noted the need to pay greater attention to 
longer-term and strategic policy development and to horizontal 
and crosscutting policy issues. It also noted the need for every 
department to replenish its policy capacity in order to be ina 
position to provide the government with broad policy options in 
every field. These priorities remain as valid today as they did last 
year. 


Challenges to improved policy development 
Providing high quality policy advice to ministers and the 
government will always be a 
bales key role for the Public 

It is important to have a Re riceweE (ean dameaine 
strong and vibrant policy Task Force on Managing 
capacity in the Public Horizontal Policy Issues, a 
Service. 1996 task force of deputy 
ministers, noted: “Policy 
making is central to what 
governments are about, and it is the policy development function 
of government that most distinguishes it from private sector 
organizations.” It is, therefore, important to have a strong and 
vibrant policy capacity in the Public Service. 


Over the past two years, through two deputy ministerial task 
forces — the Task Force on Strengthening Our Policy Capacity 
and the Task Force on Managing Horizontal Policy Issues — we 
have examined the policy advisory role of the Public Service of 
Canada and identified ways to improve the policy development 
Capacity of the Public Service. Through these task forces, we 
learned the following: 
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e The key to good policy is sustained demand. Good policy 
development is an ongoing process, requiring strong, 
consistent leadership and support. 


e There is a need to build a strong policy community among 
departments — a community of policy managers who can 
share best practices and address common problems 
concerning policy management and methods. 


e The multifaceted nature and rapid pace of change trigger a 
heightened need for long-term, reflective policy planning that 
ascertains how change will affect Canada’s future. Policy- 
makers must not get caught up in short-term, reactive, crisis- 
oriented policy development. 


e Many of today’s principal public policy issues are horizontal 
in nature. Horizontality requires corporate rather than 
departmental action, a characteristic which is placing new 
demands on traditional Public Service decision-making 
structures and culture. The Public Service must expand its 
knowledge base and increase inter-organizational 
collaboration to tackle the growing number of crosscutting 
policy issues that defy the authority and expertise of any 
single department or even, in a globalized world, any single 
government. — 


e In today’s world, a more integrated and collaborative 
approach to policy development is required. The policy 
capacity of the Public Service must be strengthened so that 
the Public Service views policy development as more 
inclusive and approaches it in a more inclusive manner. The 
Public Service must promote the involvement of citizens in 
the public policy debate in order to meet their growing 
demands for greater access to information and greater 
participation in decision making. Citizens want their voices to 
be heard. 
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Making progress 

The work of the two task forces mentioned earlier and their key 
findings are now being discussed in all departments. Their 
recommendations will serve to guide departments and central 
agencies as they strengthen the policy capacity of the Government 
of Canada. 


Horizontal, Open and Inclusive Policy Development: The most 
critical elements in 
improving horizontal policy 
A cultur ~ shift and strong development and seas the 
leadership are needed to process more open and 
reinforce the importance inclusive are a culture shift 
of co-ordination and and strong leadership to 
collaboration. reinforce the importance of 
co-ordination and 
collaboration across 
departments, and the involvement of citizens, stakeholders and 
others in the policy development process. Sustained commitment 
will be required across government. 


In many sectors, departments are working more closely together 
to address crosscutting policy issues and to open up the policy 
development process. For example, the deputy ministerial 
Committee on International Affairs provides a forum for dealing 
with foreign policy issues and their domestic implications. The 
deputy ministerial Justice and Legal Affairs Committee is a key 
mechanism for the development of long-term multidisciplinary 
policies in the area of social justice. 


Focus on the Long Term: For policy development and decision 
making to be effective, it is critical to ensure that the 
Government of Canada has the capacity to identify and address 
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long-term policy issues and pressure points, and that it has the 
information and analysis to take account of future trends in 
dealing with current policy issues. 


To meet these objectives, a project called “Canada 2005” has 
been launched to 


; i identify and analyze the 
A project called “Canada major forces that will 


2005” has been launched to nffece Ganda 
identify and analyze the next decade. As part of 
major forces that will affect this initiative, an 


Canada in the next decade. interdepartmental 
= committee of assistant 


deputy ministers is 
undertaking integrated research to provide an overview of the 
pressure points on Canadian society and to propose a research 
agenda and work program to fill possible gaps in our information 
base. This will become a permanent process to help achieve the 
ongoing integration of research throughout the government. 


Other elements of the Canada 2005 project include creating 
opportunities for deputy ministers to hold informal discussions on 
key issues with experts from the academic and business 
communities. 


Building a policy community: Over the past year, an 
interdepartmental umbrella group of policy assistant deputy 
ministers has been established to address shared problems of 
policy management, methods and best practices in policy work. 
Two areas of early study for this group are personnel 
management of the policy community and relations with the 
external research community. Over time, this umbrella group of 
ADMs will serve to forge a stronger sense of community among 
those involved in policy work and thus improve the policy- 
making process. 
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Improving the Policy Development Process: As noted in last 
year’s report, Cabinet’s strategic focus was reinforced by the 
introduction of an annual strategic planning cycle. This has 
contributed to the development of a sustained demand for long- 
term, strategic policy advice from the Public Service. 


Over the past year, Cabinet’s strategic planning cycle has been 
extended to the senior ranks of the 
Public Service. At the core of this 
process is an annual cycle of three 
deputy ministerial retreats. These 
been extended to the are linked to the Cabinet planning 
senior ranks of the process and focus primarily on 
Public Service. implementing the government’s 
comprehensive policy and 
management agenda. The work of 
the retreats is supported by permanent deputy ministerial 
committees which focus on the management of key operational 
and policy files, 


Cabinet’s strategic 
planning cycle has 


Among the highlights of deputy ministerial deliberations over the 
past year has been the creation of a series of ad hoc groups that 
have supplemented the permanent committees by dealing with 
Specific, issue-driven items. These temporary groups have taken 
the form of deputy ministerial task forces examining a number of 
challenges associated with the policy agenda and modernizing the 
Public Service. They were established to look at issues in greater 
depth than is possible at a single retreat or biweekly meeting. 
Over the past year, separate task forces have addressed the future 
of the Public Service, service delivery models, federal presence, 
federal presence abroad, overhead services, values and ethics, 
policy planning, and horizontal policy issues. 


The newly devised ADM Forum also gives ADMs the 
Opportunity for more broadly based corporate involvement. It 
affords them the opportunity to contribute their views on the 
principal policy and management files of the day and, at the same 
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time, forges a sense of community and common purpose. The 
ADM Forum consists of an annual cycle of three meetings. The 
meetings allow ADMs to examine in depth issues of a corporate 
nature which they have identified as of interest to the community. 


The Association of Professional Executives of the Public Service 
of Canada (APEX) also helps, through its annual meetings and 
other forums, to inform and engage a diverse group of 
executives. 


Over the next year, there is a need to extend the strategic 
planning framework beyond 
iy Dest) Ane te DMs and ADMs to all levels 
: of the Public Service. 
oe end the strategic Including individual public 
planning framework to servants in regular 
all levels of the Public deliberations on the increasing 
Service. number of horizontal issues 
can only serve to strengthen 
Strategic, integrated, and 
collaborative approaches to Public Service management. We need 
to find vehicles to engage the federal regional councils more 
directly in the policy development process and to reach 
downward in departments. 


Moving forward 

As with service delivery, one of the main challenges to overcome 
in strengthening the policy capacity of the Public Service is the 
vertical stovepipes that divide government activities into 
somewhat artificial domains. While departments are structured so 
that there is a close fit between the departmental mandate and the 
main issues facing the government, many policy issues cannot be 
easily compartmentalized along institutional lines. As noted by 
the Task Force on Values and Ethics: “Ultimately a truly 
integrated and horizontal form of service delivery may also lead 
back, indirectly, to an integrated and horizontal approach to 
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policy. For there is only so much that can be done at the front 
line if the policies themselves do not work together.” 


Public servants will have to rethink how they conceive and 
develop policy proposals. 


; Th 
Public servants will have Supima ata ph tgs er 
their collective responsibility 


to rethink how they to serve the broader public 
conceive and develop interest and to work across 
policy proposals. institutional lines to develop 
the best possible policy. 
They must strike a balance in 
fulfilling both their individual accountabilities to their clients and 
stakeholders and at the same time their collective responsibilities 
to the broader public interest. 


There again, this will require a culture change. 


e It requires public servants to recognize the interdependence of 
policy issues and to work co-operatively across departmental 
lines to develop stronger, more integrated policy responses. 


e It requires more open, participatory and transparent decision 
making. Citizens want a greater say in policy making. To 
respond to the increasing expectation among Canadians that 
they will be involved in policies and programs that affect 
their interests, it is incumbent on the Public Service to expand 
the avenues for open and inclusive policy development. 


e It requires a collegial policy community working in 
partnership with other levels of government on policy issues 
that cross jurisdictional boundaries. 


¢ As issues become more complex, it becomes more important 
than ever to nurture and mobilize the policy capacity of the 
broader community — think tanks, stakeholder groups, and 
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the academic community — both to fill research gaps and to 
validate policy direction. 


It requires sustained leadership that is committed to investing 
in long-term policy research and development and prepared to 
signal that co-operation, collegiality and collaboration are 
priorities in policy development. 


We need a “whole-of-government” approach to policy 
development which looks outward to the public interest — 
where departments bring government-wide objectives into 
their policy development processes and integrate departmental 
and corporate objectives. 
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VI 


La Reléve 


Introduction 

In today’s global environment, the quality of the public sector 
will continue to make a significant difference to the performance 
of nations. A high quality public sector contributes to 
competitiveness, provides countries with a comparative advantage 
in their competition for trade and investment, and contributes to 
the quality of life and the standard of living of citizens. 


Any country would be handicapped if it could not rely ona 
strong, competent, professional public service. Any government 
would be handicapped if it did not have a high quality public 
service to carry out its policies and programs. 


Canadians and their elected representatives have always been able 
to rely on a public service 


- : that is one of the best in 
Canadians and their elected ny The cr tre 


representatives have always SHaTdnonberaentor 
been able to rely ona granted. The men and 
public service that is one of § women now in public life 


the best in the world. and in the Public Service 
of Canada have an 


obligation to ensure that it 


will continue to be the case. 


The previous chapters have provided a progress report on the last 
12 months and have given an indication of the reforms to come. 
The challenges facing public servants most recently have been to 
help government regain its fiscal sovereignty and to redefine its 
role. 
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The focus is now shifting to 
e Reinventing the way we serve 


e Ensuring a modern and vibrant institution to meet the needs 
of Canada and Canadians now and in the future 


This chapter is about the people serving in the public sector of 
the Government of 


; Canada. People make the 
To perform well, the public duerenc@igtany 


sector must constantly organization. In the public 
retain, motivate and attract sector, they develop the 
a corps of talented and i policies, they identify the 
dedicated public servants. @ alternative courses of 

| action and the 
consequences of those 
actions, they provide services and they contribute to shaping the 
future. To perform well, the public sector must constantly retain, 
motivate and attract a corps of talented and dedicated public 
servants. There are indications that this could be the most 
difficult challenge that the Public Service of Canada will face 
over the coming years. 


To meet this challenge, we need to recognize the signs of malaise 
in the Public Service and understand the factors that have 
contributed to the current situation. We also need La Reléve: our 
words for our challenge, our commitment, and our duty to 
develop and pass on a vibrant institution staffed by highly 
qualified and committed professionals. 


The situation today 

There is growing evidence that it could become increasingly 
difficult to retain, motivate and attract people essential to the 
work of the Public Service over the coming decades. 
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There is a “quiet crisis” under way in the Public Service today. It 
is quiet because few people 
are aware of the crisis and 
even fewer people have 
started to do something 
Service today. about it. The responsibility 
to act rests first with the 
Public Service. Public 
servants must take charge and do all in their power to remedy the 
situation. Their actions will provide the necessary credibility for 
them to ask elected officials and Canadians to join the effort. 


There is a “quiet crisis” 
under way in the Public 


The problem is showing up in various forms. 


e After years of downsizing, some public servants, for the first 
time, are questioning their career choice. 


e Others are not convinced that their skills and abilities are 
being used effectively. 


e Still others, after an exemplary career, would not advise their 
children to follow in their footsteps. 


e Some students would not consider a career in the Public 
Service if presented with other options. 


These are some of the signs of the problem, but they are not the 
cause. The problem results from what has happened and what has 
not happened over the past 10 or 15 years. And it will take just 
as long to change the course of events. 


In order to address the cause, it is important to understand better 
the situation prevailing today. The following list of factors and 
observations is intended to be illustrative not exhaustive. 
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The Public Service of Canada has been dealing with 
downsizing for a prolonged period of time. 


Downsizing started in the early 1980s and has progressively 
accelerated. More recent program decisions will lead to 
reducing the work force over a four-year period by 
approximately 55,000 full-time staff. No organization, public 
or private, could manage downsizing of this magnitude, and 
over such an extended period of time, without suffering the 
consequences. 


Those who are leaving the Public Service are facing 
uncertainty and fear for the future. Those who remain are 
also facing considerable stress and uncertainty. Downsizing 
will not translate immediately into less work for those who 
remain. This will occur as some activities are eliminated and 
the work is re-engineered. During the transition, many have 
faced an unrelenting workload increase that is unsustainable 
over the long term. The lengthy period of stress and 
uncertainty has led many to question what the future might 
hold for them in the Public Service. 


Criticisms have affected Public Service pride. 


The debate surrounding the realignment of the role of 
government and the efforts of government to adapt to 
society’s modern needs and to live within Canadians’ 
collective means has affected the public servant’s sense of 
pride. 


It is easy to cross the line from the necessary debate about 
government priorities, role, programs and services to 
judgmental, and sometimes derogatory, comments about the 
people who provide those programs and services. 
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As well, some management literature has been critical of the 
public sector in general and of public sector management in 
particular. Briefly, this literature argued that many of the 
problems of the public sector could be resolved if only it 
were run like a business. This is a serious oversimplification. 
Academics specializing in public administration have 
repeatedly stressed the importance of the distinction between 
service to citizens and service to customers and the 
importance of due process to preserve the rights and 
entitlements of citizens. But their voice has too rarely been 
heard in this debate. 


It is not surprising then that some of the most highly talented 
and motivated undergraduates and graduates are not showing 
their usual enthusiasm for a career in the Public Service. It is 
not surprising either that all this has had an impact on the 
morale of public servants. 


3. The Public Service is losing some of its most experienced 
members. 


The generation that entered the Public Service during the 
period of growth in the 1960s is now eligible for retirement. 
Over 30 percent of the current executive group will be ina 
position to retire by the year 2000, and this will rise to about 
70 percent by 2005. A similar pattern exists in some of the 
professional and scientific categories. 


These people have served their country well and for many 
years. They are entitled to retire, to pursue a different career, 
or to seek out a less demanding lifestyle if they so desire. 
However, with their departure, the institution will lose a 
wealth of knowledge, experience and know-how. To prepare 
the people who will take over will in itself be a major 
challenge. But there is evidence that an even more troubling 
trend has started to emerge. 
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Some of the best of the next generation of public servants are 
leaving well before their time and before they reach the top 
levels of the Public Service. Their decision is the result of 
many factors, including some mentioned in this list. But some 
are telling us, in their exit interviews, that their decision is 
also related to the fact that 


e Their talents are not being used fully. 


e Their desire to bring about change has repeatedly been 
frustrated. 


e After many attempts, they have given up hope that 
necessary reforms to the management of the public sector 
will take place. 


e Their commitment to serving the public interest remains 
intact, but they doubt whether they could make a 
difference in this environment. 


4. It is not possible to talk about morale and motivation in the 
public sector without raising the question of pay and overall 
compensation. 


Public servants do not expect the same monetary reward 
offered in the private sector. It should, however, be possible 
for public servants who are fully experienced and at the top 
of their profession to have working conditions, a working 
environment, and general compensation arrangements that 
allow them to pursue a career dedicated to the public interest. 
It should not be necessary for them to leave the Public 
Service in order to afford to raise a family or to put children 
through university. 
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The prolonged salary freeze in the public sector, combined 
with downsizing and lack of upward mobility, has created 
anomalies that need to be corrected. 


5. The private sector is actively recruiting Public Service senior 
managers and professionals. 


Public servants are “knowledge workers” and managers of 
knowledge workers. They are well trained in dealing with 
complex issues, reconciling multiple objectives, developing 
strategic alliances, creating consensus and organizing 
networks. These skills are increasingly in demand in the 
private sector today. While competition with the private 
sector has always been present, it has been heightened by a 
new and global economy. 


6. The situation prevailing today is not just the result of factors 
which are outside the control of the Public Service. In 
hindsight, it is now clear that today’s situation is also the 
result of not taking corrective measures at the appropriate 
time. 


Public Service managers did not pay sufficient attention to the 
combined effect of downsizing and demographic trends in the 
Public Service. As a result, not enough effort was put into 
introducing mitigating measures. For instance: 


e Over the past 10 years, most departments have 
substantially reduced their external recruitment. The 
effect of this will be felt for many years to come. There 
are already shortages of qualified people in some 
categories. A reduced inflow of new talent also has an 
impact on the creativity of the organization. Furthermore, 
with little recruitment, the Public Service has not kept 
pace with the changing profile of the Canadian population 
as a whole. 
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¢ Mobility, particularly interdepartmental mobility, is at an 
all-time low despite the fact that the changing nature of 
service delivery and policy issues requires managers and 
policy analysts to acquire a broad diversity of knowledge 
and experience. As a result, excellent employees have not 
been given the chance to prepare adequately for future 
needs. 


e With downsizing came less opportunity for promotion and 
upward mobility. No corporate measures were initiated to 
mitigate the effect of this and thus ensure that future 
leaders would be ready to take over when the time came. 


In summary, the attention given to human resource management 
at all levels has been 
insufficient to prepare 
adequately the 

has been insufficient. organization and its 


people for the future. 


Attention to human resources 


La Reléve: Our greatest challenge 

There are serious challenges ahead, but the situation is not all 
bad. It is important to keep things in perspective. For example, 
the Public Service can count on the strength of its people — their 
expertise, their experience and their commitment. As well, over 
the past few years there has been real and tangible progress. 


e The government provided Public Service managers with the 
tools they needed to manage downsizing, which they have 
done responsibly and competently, thus enabling the 
continued productivity of the work force. With the help of the 
human resource community, very few people have been laid 
off involuntarily, and many of those have found employment 
outside the Public Service. 
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¢ With the role of government largely redefined and 
governments regaining their fiscal sovereignty, we should see 
the end of downsizing in the public sector. 


* The government has put an end to the wage freeze and 
reinstated wage increments and performance pay. 


> Treasury Board is working with labour leaders to prepare for 
a return to collective bargaining. 


Furthermore, a career in the public sector continues to have great 
appeal. No other career offers 
the same diversity, breadth of 
experience, complexity or 
excitement. This is the base 
from which to develop a sense 
of pride and to rethink our 
ipproach to human resource management. 


A career in the public 
sector has great appeal. 


\ rewarding career for public servants is one that provides 


An opportunity to contribute to the public good and to make a 
difference. The very deep satisfaction associated with making 
a contribution to Canada and Canadians should not be 
underestimated. It is the most important motivation of public 
servants. 


An opportunity to develop one’s talents to their fullest 
potential and to work with colleagues who are equally 
talented and committed. 


An opportunity to be exposed to the richness and diversity of 
the organization; to learn, to grow, and to pursue one’s 
personal development. 
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These are the rewards of a public sector career. This is the base 
from which we must motivate public sector employees and, by so 
doing, improve our ability to retain and attract the talent the 
organization needs now and will need in the future. 


La Reléve is 


e <A challenge to build a modern and vibrant institution able to 
use fully the talents of its people 


e A commitment by each and every public servant to do 
everything in their power to provide for a modern and vibrant 
organization now and in the future 


e <A duty, as the guardians of the institution, to pass on to our 
successors an organization of qualified and committed staff 
ready to face the challenges of their time 


Over the years, there have been many studies on ways to improve 
the management of human resources, 
but the results are not commensurate 
with the efforts. We need a bias for 
action. action. Our approach should be to 

i try, to experiment, and to learn as 
we go. Public servants will more 
easily forgive their Public Service leaders for a few errors along 
the way than they will forgive a lack of trying. 


We need a bias for 


La Reléve is everyone’s responsibility and it will require 
everyone’s commitment, but it 
wpe EN f will be particularly demanding 
La Releve is everyone's for managers. It cannot be 
responsibility and it will done by one person or one 
require everyone’s department acting alone, and it 
commitment. will require a co-ordinated and 
sustained effort over a long 
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time. Every individual, every department, every agency and 
every unit has a role to play. 


We need to turn our attention to rebuilding motivation and pride. 
We need to create, through 
initiatives by everyone, an 
environment where people are 
ae Brass valued, recognized, provided 
individual responsibility. with opportunities for self- 
development and treated in 
accordance with the core 
values of the Public Service. Every department will be called 
upon to take initiatives to ensure that the focus on people is real 
and sustained. We need to strike a new balance between 
corporate responsibility and individual responsibility. It is unfair 
to put the burden on individuals alone. There is a departmental 
and a corporate responsibility. 


We need a new balance 
between corporate and 


Departmental planning 

To date, the Public Service has had a poor track record for 
human resource and career planning. However, some 
departments, such as Statistics Canada and Natural Resources 
Canada, have been showing us the way and have taught us that 
focussing on the medium- to long-term can bring meaningful 
results. We need to learn from them. 


Each department has been asked to analyse its human resource 
situation and to prepare a plan of action. 


¢ What can be done in each department and at the corporate 
~ level to build a modern and vibrant organization that can fully 
use the talents of all its people? 


¢ What can be done to expose employees to the diversity and 
richness of their institution and thus prepare them to take 
charge in the future? 
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e What can be done to build an institution that is more 
representative of those we serve? 


¢ What can be done to remove the impediments to employees’ 
desire to make a contribution and bring about the changes 
needed to better serve Canadians? 


As departments shape their plan of action, they will also shape 
the corporate agenda. 


Corporate support 

At the corporate level, we should undertake only those initiatives 
that cannot be achieved at another 
level. Much of La Reléve can be 

| addressed through departmental 
should be selective. § initiatives. However, there is also a 
need for corporate action. Central 
agencies Owe it to departments to 
support their efforts and act decisively in areas requiring 
corporate attention. 


Corporate action 


Deputy ministers have already begun to identify corporate issues 
requiring urgent attention. While 
<n some of these corporate initiatives 
La keleve is OS Just will focus on the executive group, 
about executives or it is important to note that La 
high flyers. Reléve is not just about executives 
or high flyers. Nor is it concerned 
only with younger members of our 
work force. La Reléve addresses the human resource 
requirements of the whole Public Service. All employees must 
have the skills and tools that are essential for their work; they 
need a supportive work environment; and they need to 
understand the valuable contribution they make to the quality of 
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life of their fellow Canadians. As departmental action plans are 
completed, other initiatives requiring corporate action will be 
identified and acted upon. 


Some issues for corporate action have already been identified. A 
_ more comprehensive list will be developed by the end of June 
1997. To date, the corporate initiatives include 


« Accelerated executive development 

¢ Prequalification of potential assistant deputy ministers 
_¢ Appointment to level for assistant deputy ministers 
-¢ Compensation and retention 

e Support for professional communities 


-e = External recruitment 


Accelerated executive development 

A prolonged period of downsizing, along with fewer 
opportunities for promotion 
and for interdepartmental 
People in the executive [J mobility, has led to little 
ranks will be helped to opportunity for managers and 
grow further and faster. potential managers to obtain 
the diversity of experience that 
| would have prepared them to 
take over the institution in the future. To help remedy this 
Situation, early in 1997 we are introducing an accelerated 
development program for executives with high potential. 
Executives interested in the program will self identify and will go 
through a rigorous assessment. 
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Prequalification of potential assistant deputy ministers 
In order to open up the appointment process and provide greater 
opportunity for advancement and diversity of experience, 
executives will be invited to volunteer for prequalification to the 
assistant deputy minister level. Invitations seeking applicants for 
a generic rather than a position-based ADM pool will be issued 
regularly. Applicants will be assessed and, if successful, will 
form a pool of prequalified candidates available for deployment 
as the need arises. 


Appointment to level for assistant deputy ministers 
Assistant deputy ministers are key to the leadership of the Public 
Sevice of the future. However, in the wake of downsizing, 
interdepartmental mobility for ADMs has also been more 
difficult. They have not always been able to benefit from the 
diversity of experience that a career in the Public Service should 
permit. 


Surveys have shown that assistant deputy ministers would 
welcome corporate feedback and 
corporate support, particularly in 
developing career plans and in 
acquiring a greater diversity of 

be rebalanced. | experience. To provide ADMs with 
: greater support and assistance, the 
sharing of responsibility between 
individuals and the corporation must be rebalanced. 


The sharing of 
responsibility must 


The system that we have now — the system that served most of 
us very well in a period of growth, the system in which every 
man and woman is on their own to look after their personal 
career needs — is not working as well in the current 
environment. And it will not meet our needs in the future. It does 
not give individuals or the Public Service enough opportunities to 
diversify experience through mobility, nor does it give corporate 
support for career development. We need to correct the balance 
and provide opportunities for mobility. Moreover, assistant 
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deputy ministers should benefit from corporate feedback, 
corporate assessment, corporate support, and corporate plans for 
assignment and reassignment. 


Deputy ministers and associate deputy ministers are a corporate 
resource that has long been 
nurtured through corporate 
assessment and feedback, 
ir! rotations, sabbaticals and 
more responsibility for training. The time has come 
the ADM community. when the public sector as a 
whole must take on more 
responsibility for fostering 
the development of the assistant deputy minister community. 


The public sector as a 
whole must now take on 


We will, therefore, move to an appointment-to-level system for 
new appointments to the assistant 
PAD MenIEDe deputy minister level. Appointment 
to level means qualification to a 
level and not a job; it means 
level, not a job. assignment and reassignment; and it 
| means a commitment by the 
organization as a whole to give the 
candidate feedback and training on his or her next assignment. 


appointed to a 


The rights and personal preferences of assistant deputy ministers 
who were appointed under the 
current regime and who choose 
The preferences of not to join the corporate system 
current ADMs will will be respected. An open 

be respected. invitation will be extended to all 
ADMs to join the new system if it 
meets their career expectations. 


It may be that the whole executive community would be better 
served by a similar system. But we will begin at the assistant 
deputy minister level. We will proceed pragmatically, involving 
ADMs and the executive community in the design of a system of 
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rotations that can best meet the needs and expectations of 
individuals and the Public Service as a whole. 


Compensation and retention 

The compensation policy of the Government of Canada must 
ensure that the public sector will be able to retain and attract 
people with the skills it will need to serve Canadians in the 
future. Some of these issues will be addressed in the context of a 
return to collective bargaining. 


In order to obtain independent advice concerning executives, 
deputy ministers, and other governor-in-council appointees, the 
President of the Treasury Board has established an external 
consultative committee that will provide advice on compensation 
strategies and principles and on overall management issues. 


But compensation is not the only, nor the most important, factor 
required to ensure that the Public Service can motivate, retain, 
and attract the talent it needs. A number of factors are necessary 
to ensure that public servants have the working conditions that 
support their commitment to serve the public good. These 
conditions include recognition and respect; support for necessary 
reform; an opportunity to contribute, to learn, and to acquire 
diverse experience. These conditions also include fair 
compensation. 


Support for professional communities 

Some professional groups will also need collective attention. For 
one, the policy community is examining ways to improve 
practices in recruiting, training and managing the careers of 
people engaged in policy work. As well, the communications 
community is looking to enhance its function. This includes 
developing core competencies for the director-general level and 
identifying opportunities for lateral assignments and interchanges. 
A third community, the scientific professionals, is working on a 
comprehensive strategy for its people. 
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Other professional communities, such as human resources, 
informatics, and information management, are beginning to 
examine ways to renew their ranks and meet their special needs. 
We need to encourage and support these groups as they identify 
options and make recommendations on how best to renew their 
communities. 


_ External recruitment 

Recruitment from universities is at an all-time low. Programs 
designed to attract highly talented 
and motivated graduates to join 
Recruitment issues the Public Service are not working 
need to be addressed well. Some programs, such as the 
on an urgent basis. Management Trainee Program and 
the Accelerated Economist 
Training Program will require 
greater corporate attention. For example, the Management 

_ Trainee Program is intended to recruit university graduates and 
current public servants with high management potential and 
develop them through assignments for positions at the middle 
management level. While the quality of candidates is high, the 
program is not living up to expectations. Departments have 
significantly reduced their demand for participants, and trainees 
often find that their assignments lack substance and challenge. 
These issues will be reviewed in the context of each department’s 
plan of action. 


Conclusion 

La Reléve is first and foremost the individual and collective 
commitment of public servants to do all in their power to make 
the Public Service a better place and to leave behind an 
Organization that is better than the one they inherited. 


This commitment is the most important ingredient in building a 
modern, vibrant institution that will meet the needs of Canadians 
now and in the future. 
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This is an important and exciting challenge. In dealing with the 
challenge, we will show a bias for action — which will speak 
louder than words about the importance of the public sector and 
of public servants. 
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Conclusion 


We in the Public Service of Canada have lived through an 
historical period of change resulting from governments taking 
measures to regain their fiscal sovereignty and realign their role 
to better serve Canadians. The public sector is entering a new but 
equally challenging period. 


The period ahead will be about 
e Forging new relationships among governments 


e Laying the basis for new partnerships with other sectors of 
society 


e Strengthening the relationship between government and 
citizen 


This will reaffirm the need for a professional, non-partisan public 
service. Furthermore, it will require that public servants renew 
their commitment to serving Canada and Canadians by doing 
things differently. It will mean focussing on the whole, rather 
than on the parts, by 


¢ Putting the public interest ahead of the interests of any single 
department or agency in policy development 


¢ Serving citizens as whole persons by moving from single to 
integrated services 


It will require a culture change: 


¢ Learning to work in teams and in partnerships 
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¢ Exploring and experimenting with different ways of doing 
things, helping each other and learning as we go 


¢ Dismantling barriers and removing red tape 


As we move forward, it will be important to protect the capacity 
of the Public Service to serve the public interest. The values of 
serving in the public interest and of supporting a parliamentary 
democracy will always remain central to the role of the public 
sector. In the past, as in the future, these values are the 
foundation of the public sector. 


¢ Loyalty to the public interest as represented and interpreted 
by the duly elected government of the land — Loyally helping 
ministers, under the rule of law, to serve the public good. 
This requires respect for fundamental democratic values, such 
as accountability to ministers and, through them, to the 
citizens of Canada; support for the government of the day; 
and respect for the rule of law and due process. 


¢ Service to Canada and Canadians — This is about values 
such as excellence, professional competence, quality and 
efficiency. Public servants must constantly renew their 
commitment to serve Canadians by enhancing the quality of 
service, by adapting to changing needs and by improving 
productivity. 


¢ Ethical values such as honesty, integrity and probity — While 
these values are no different from those found in other sectors 
of society, they take on a particular meaning in the Public 
Service, where they mean the ability to hold a public trust 
and to put the common good ahead of any private or 
individual self-interest. 


¢ People values such as fairness and equity — Because citizens 
in a democracy are equal bearers of rights and duties, it is a 
principle of public service that citizens should be treated 
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equitably and not with special favour to some. Balancing the 
interests and preserving the rights of citizens in a fair and 
equitable manner is fundamental to public service. 


Mr. Prime Minister, in any organization, people make the 
difference. With your continued support and the support of your 
government, the men and women serving in the Public Service 
are willing and able to shoulder the challenges of their time. I 
look forward to reporting back to you next year about their 
struggle, their effort, their success, and their dream of shaping a 
modern and relevant institution to serve Canada and Canadians. 
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CANADA 


March 31, 1998 


Dear Prime Minister: 


Pursuant to the Public Service Employment Act, I am 
pleased to submit to you the Fifth Annual Report to the Prime 
Minister on the Public Service of Canada. 


In my annual report of 1995, I discussed several 
international trends that were influencing the role and function of 
governments and of public sector institutions around the world. To 
keep pace with the times and the changing needs of citizens, I set 
three key tasks for the public service: strengthening its policy 
capacity; modernizing its service delivery function; and building a 
vibrant national public service adapted to future needs. 


We made progress every year since then, and each year we 
recognized that more could be done. This year is no different. In 
this report, I reaffirm the importance of the three key tasks, I note 
the progress made during the last year and I briefly sketch the areas 
that require special effort. 


In policy development, the most important challenge will 
be to explore ways to better engage the participation of citizens. 
In service delivery, the challenge will be to use information 
technology to provide Canadians with access to government 
services on their terms and according to their needs and 
circumstances. In human resources management, the goal is to 
become a learning and knowledge-based organization, one able 
to provide people with the breadth of knowledge and experience 
necessary to advise and serve in a modern global environment. 


Mr. Prime Minister, public servants are doing their part to 
build a modern, vibrant institution. With your guidance and the 
support of your government and of Parliament, I am confident that 
the Public Service of Canada will continue to make an important 
contribution to Canada’s future and will be ready to meet the 
challenges of the next millennium. 
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A Canadian Model of 
Public Sector Reform 


In recent years, an important chapter has been written in Canada 
about redefining the role of the federal government and about 
reforming public sector institutions to better serve Canada and 
Canadians. This chapter was built on 10 years of effort to achieve a 
consensus among citizens on the need for change in order to live 
within society’s collective means. Public sector reform was carried 
out in a typically Canadian way — calmly, competently, without 
much fanfare. Today, the results are a major realignment of role 
and a balanced budget. These were achieved while maintaining a 
strong economic performance and preserving a quality of life that 
is among the best in the world. 


The story of public sector reform in Canada deserves to be told. It 
is a story about democracy and 
the role of government in a 
The story of public modern society. It is a story of 
sector reform in Canada partnership between elected 
deserves to be told. officials and public servants. It 
is a story about the importance 
of the public sector in a well- 


performing global society. 


The reform efforts of many countries are well known. People 
interested in public administration and public sector reform have 
studied or heard about the “U.K. model,” the “New Zealand 
model” or the “Australian model.” We know of the efforts of some 
countries to separate policy and service delivery, to establish “next- 
step agencies,” to borrow best practices from the private sector, to 
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focus on clients and client needs. Every developed country is 
facing similar circumstances. Each is responding in its own way, 
and all are learning from one another. 


The “Canadian model” is less well known. While none of its 
elements are uniquely Canadian, taken together they amount to an 
approach that is sufficiently different from all the others to warrant 
attention. 


The Canadian model is based on the belief that government and 
government institutions are essential to a well-performing 
society. While it rejects the philosophy that less government is 
synonymous with better government, the Canadian model 
recognizes the importance of affordable government. It endorses 
the idea that democracy working side by side with a market 
economy is the key to national prosperity and the well-being i 
of citizens. 


The Canadian model asserts that public sector reform must start | 
by examining the role that government is expected to play in the — 
future. It recognizes that public sector reform must be anchored in | 
a reasonable understanding of the strategic contribution that | 
government is expected to make to the prosperity of Canada and to. 
the well-being of its citizens. It recognizes that government cannot 
act alone. It acknowledges that the role of government can vary | 
depending on the circumstances: it must be able to lead, to play the | 
role of catalyst, to build partnerships, to create strategic alliances, 
and to rely on the commitment of all those who are willing and 

able to contribute to the collective good. 


| 
| 
| 
| 


The Canadian model affirms that a well-performing public sector’ 
requires both a strong policy capacity and a modern service 
delivery function. Over the past few years, the public service has 
sought to strengthen its capacity for policy research, analysis and 
development and, at the same time, to modernize its approach to 
service delivery. Along the way it discovered that both functions 
were facing very similar challenges. | 
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In service delivery, it means integrating services among 
departments and among governments, building partnerships and 
strategic alliances and exploiting the potential of information 
technology to better meet the needs of citizens. In policy, it means 
taking a broader, more comprehensive approach to the public 
interest, ahead of the departmental interest; working co-operatively 
to develop more integrated policy responses; and cultivating more 
open, participatory and transparent policy development processes. 


The Canadian model rejects the notion that “one size fits all.” 
It encourages experimentation and the emergence of a diversity 
of institutional models to put before decision makers. Portfolio 
management is a recent Canadian innovation. It recognizes 

that a minister is responsible to Parliament for a family of 
organizations, and it encourages greater flexibility within each 
organization and greater cohesion among the organizations 
reporting to a single minister. 


The Canadian model does not accept that the policy and service 
delivery functions should be separated as a universal principle. 
Instead, it follows a more pragmatic route in which separating the 
policy and service delivery functions is contemplated whenever it 
can be demonstrated that it will bring about substantive gains in 
the quality of service to citizens. 


The Canadian model recognizes the importance of a well- 
performing, professional, non-partisan public service. It 
recognizes that public servants have a key role to play in shaping 
policies and delivering services. The Canadian model recognizes 
that to build a modern and vibrant professional, non-partisan public 
service, it is necessary to commit as much time and energy to 
human resources management as to policy development or service 
delivery. It recognizes that to retain, motivate and attract a corps of 
talented and dedicated public servants requires profound change. 
The public service must be able to provide its people with the 
breadth of knowledge and experience necessary to advise and serve 
in a modern and global environment. 
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The Canadian model requires leadership from both elected and 
appointed officials. Political leadership has been essential to 
realign the role of government, to ensure balance and fairness and 
to stay the course over a number of years. Public service leadership 
has been relied upon to put bold and creative ideas before 
ministers, to marshal support for change and to ensure smooth 
implementation. Each group has played its role well and all have 
reason to be proud of the results they have accomplished together. 


An important chapter was written in Canada over the last few 
years, but this is no reason for complacency. The results to date are _ 
no guarantee of progress in the future. They were accomplished in 

a unique period when there was a broad consensus on the need to 
realign the role of government and reduce expenditures to live 
within society’s collective means. Can the conditions that made it 
possible to achieve so much progress so quickly be sustained over 

a longer period? Only time will tell. 


Ministers and their officials have laid the basis on which they can _ 
now envisage an even more | 


OF : ambitious agenda. As we 
Ministers and their aes 
| enter the new millennium, 


officials have laid the basis Cadence etl | 
on which they can now positioned to develop new 
| envisage an even more relationships between 


ambitious agenda. # §=government and citizens 

| | § and to explore new ways to 
strengthen parliamentary 
democracy and its supporting public sector institutions. 


During the last decade, a lot was said about the impact of 
globalization in a market economy. Over the next decade, we can 
expect to hear a lot more about the importance of democratic and 
public sector institutions in a well-performing global society. 
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Public sector reform in Canada started with and is guided by the 
view that public sector institutions have an important role to play 
in the success of a nation. Canada has a contribution to make in 
this debate, and its impact could be felt well beyond its borders. 


I 


Putting the Public Interest First 


Canadians can take pride in having built one of the best countries 
in the world in which to 
live. And the public service 
can also take pride in its 
own contribution to the 
creation of the high quality 
of life enjoyed by 
Canadians. Taken together, 
the services provided — 
and the policies and programs delivered — by government 
contribute to the richness of Canadian life. 


The public service can take 
pride in its contribution to 
the high quality of life 
enjoyed by Canadians. 


As we approach the 21st century, the challenge for government is 
to prepare Canadians to share the rewards of a global economy and 
to adapt to the profound effects of modern information technology. 
The public service must adjust in order to keep pace with the times 
and the changing needs of citizens. 


In response to these emerging challenges, the Public Service of 
Canada has been pursuing for the past several years the dual goal 
of strengthening its policy capacity and modernizing its delivery of 
services. These efforts will continue over the years to come. 
Furthermore, the Public Service of Canada will strive to better 
engage the participation of citizens in the policy development 
process and to provide Canadians with access to government 
services according to their individual needs and circumstances. 
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Strengthening Our Policy Capacity 

My annual reports of the past two years have highlighted the 
increasing complexity and crosscutting nature of policy issues. 
More than ever, policy work depends on having a broad base of 
knowledge and an understanding of interrelated events. This, in 
turn, requires a new approach to policy work, with greater 
emphasis on the mid-to-long term, greater co-ordination and 
collaboration across departments and levels of government, and a 
more open, participatory and transparent policy development 
process. 


The process of strengthening the government’s policy capacity and 
developing a strong policy community across government began in | 
1995 with the work of the Task Force on Strengthening the Policy — 
Capacity of the Government of Canada. It was followed in 1996 by | 
the Task Force on the Management of Horizontal Policy Issues. 

That same year, the Policy Research Committee, involving more 
than 30 federal departments and agencies, was launched by the 

Privy Council Office. It was challenged to anticipate the policy 
issues of greatest importance for Canada into the year 2005. | 


The committee established four research networks around the 
issues of growth, human development, social cohesion and global 
challenges and opportunities. The committee is also looking at | 
adjustment and transition issues as Canada moves to a knowledge- 
based economy and society. Already, the Policy Research 
Committee’s findings have begun to enrich the quality of policy 
advice in various departments and, most recently, have influenced 
the priorities reflected in the Speech from the Throne of 1997. 
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The Policy Research Committee has provided policy researchers 
and developers with a sense 


The Policy Research of community as they work 
closer together and learn 


Committee has provided fen kilonmianecrabnr 


policy researchers and example, in November 
developers with a sense of 1997, more than 300 public 
community. servants working in the 
fields of policy 
development, analysis and 
research in all departments of government, attended a conference 
where they discussed strategic policy issues, built personal contacts 
and exchanged views. A first for the Public Service of Canada. 


The process of discussion is now expanding to invite the 
contribution of regional development agencies and of federal 
regional councils in order to enhance policy responsiveness to 
regional issues. 


The Policy Research Committee has also opened itself to the broad 
external policy community and continues to explore new forms of 
partnership. In November 1997, 40 external research organizations 
met to provide networking opportunities for policy researchers and 
to explore opportunities for collaboration. Plans are under way to 
hold a conference, the National Policy Research Conference, in the 
autumn of 1998. A first for Canada. 


At the international level, the Policy Research Committee is 
collaborating with the Organisation for Economic Co-operation 
and Development (OECD) to gain a better understanding of current 
OECD strategic priorities, to share Canada’s perspective on the 
policy environment and to share information on emerging domestic 
and international issues. Plans are also under way for the 
production of a bulletin which will highli ght key research results 
from the federal government, from Canadians and from 
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international sources. As well, an Internet site is being established 
to link policy makers and researchers across Canada and abroad. 


This is progress, for which we owe thanks to departments and their 
policy teams. We must also acknowledge the exceptional 
leadership of the co-chairs of the Policy Research Committee, as 
well as the contribution of the Steering Committee of Assistant 
Deputy Ministers and the committee’s Secretariat. 


Along the way, important lessons have been learned. 


* Sound policy development requires taking a broader, more 
comprehensive approach to the definition of the public interest. 


* The complexity of public policy issues, coupled with involving 
citizens in the policy development process, heightens the need 
for a medium- to long-term investment in the policy research 
and development process. 


* The interdependence of policy issues requires intense 
interorganizational co-operation and collaboration across 
government departments and agencies, across levels of 
government, with external researchers, and with other sectors 
of society. 


* The best policy analysts are those who have acquired, through 
the years, a diversity of knowledge and experience; who work 
well together and value teamwork; and who can lead or follow 
the lead of others, depending on the needs or the issue at hand. 


Over the coming years, the Public Service of Canada will maintain 
its commitment to strengthening its policy capacity. 


* We will continue to encourage teamwork. 


* We will continue our efforts to build a strong policy 
community. 


( 
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¢ We will continue to reach out and to build strategic alliances 
domestically and abroad. 


At the same time, departments and their policy teams will be called 
upon to help the 


aise G t of Canada 
Departments and their policy reciente aes ak 


teams will be called upon to citizen engagement in a 
help the Government of parliamentary 
Canada explore the potential democracy. Citizens 


of citizen engagement. wish to relate to their 
democratic and public 


sector institutions in 
new and different ways. 
They are no longer satisfied to participate only in an election every 
four or five years. Citizens want to have a say in the policies that 
will affect them most. They want to be partners in shaping 
Canada’s future. 


Over the years, the Government of Canada has explored and 
gained experience in various ways of involving citizens. These 
ways ranged from increased transparency through the provision of 
information, to greater accountability through the reporting of 
results, to consultation on major policy issues. Citizen engagement 
is a two-way learning process between citizens and their 
democratic and public sector institutions, involving them in trade- 
offs and a search for common ground. 


Modernizing the Delivery of Services 


to Canadians 
The delivery of programs and services is where government policy 
development becomes a reality for Canadians. 


Over the last four years, we have made many efforts to modernize 
the relationship between government and citizens. In the process, 
departments have benefited from the contribution in 1996 of the 
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Task Force on Service Delivery Models and the Task Force on 
Values and Ethics. In particular, the reforms reaffirmed the 
importance of the role of citizens well beyond their role as 
customers and clients. Citizens have a rich and profound 
relationship to their governments as equal bearers of rights and 
duties in a democratic setting. This relationship bears no 
resemblance to that which exists between consumers and 
enterprises in the private sector. 


We have learned that focusing on citizens’ needs often leads, over 
time, to 


* Integrated service delivery among departments and agencies, to 
better serve citizens 


* Integrated service delivery among governments, as they share 
the responsibility of serving citizens | 


* Strategic alliances and partnerships with private-sector, 
volunteer and non-profit organizations (everyone can 
contribute to the collective interest) 


* The exploitation of the potential of information technology asa 
means for government to reach out and for Canadians to access 
government on their terms 


Today, significant examples of progress along the lines just 
described can be found in every department. For example, 


* The Canadian Food Inspection Agency, which began operation 
in April 1997, is an example of seamless integration among 
service providers within the Government of Canada. It 
consolidates all federally mandated food inspection and 
quarantine services previously provided by Agriculture and 
Agri-Food Canada, Health Canada, Industry Canada and 
Fisheries and Oceans Canada. 
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The Aboriginal Single Window Initiative in Winnipeg is an 
example of integrating service delivery by three levels of 
government. The federal government (led by Human Resources 
Development Canada), the province of Manitoba, and the city 
of Winnipeg provide Aboriginal peoples with improved access 
to, and information on, services and programs offered by three 
levels of government. 


The work of the Research and Development Centre of 
Agriculture and Agri-Food Canada in Saint-Hyacinthe, 
Quebec, is an example of partnership. It has a collaborative 
research program with the private sector, universities and other 
research centres; its Food Industry Pavilion shares and transfers 
knowledge and information related to the agri-food industry; 
and it is participating in the development of the Agri-Food 
Scientific Park of Saint-Hyacinthe. 


Industry Canada’s Strategis information system provides a rich 
source of data on new markets, new partnerships, new 
technologies and processes — with the goal of enhancing 
business competitiveness. In the past year, this Web site 
received more than 1.4 million visits, with over 12 million 
documents retrieved. 


Over the coming years, the Public Service of Canada will continue 


The Public Service of Canada 
will continue to modernize its 
service delivery function. 


to modernize its service 
delivery function. We 
will continue our efforts 
to focus service delivery 
around citizens’ needs 
and on improving 
citizens’ access to 
government. Much 


progress has been made, but much more remains to be done. 
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Within the Public Service of Canada, progress is needed to 
project a common image, for departments to share and operate 
a common infrastructure, for the Government of Canada to 
provide a single window centered on citizens’ needs. 


At the intergovernmental level, the most important 
breakthrough would be the coming together of municipal, 
territorial, provincial and federal governments — mindful of 
their respective responsibilities but united in their efforts to 
serve Canadians. A single window for all governments can be a 
reality in Canada. 


Today, information technology is giving us the means to put 
the institutional knowledge that is currently in the hands of 
three levels of government at the service of Canadians and their 
communities. It could profoundly alter the relationship between 
governments and citizens. 


The technological challenge presented by the approach of the __ 
year 2000 highlights the interdependence of governments with 
other sectors of society and with other nations. It provides an 
example of the extent to which collaboration across all 
boundaries is critical in order to provide an effective response 
— in this case, ensuring the preparedness of Canada’s | 
information systems for the year 2000. | 
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The Relationship Between Government 


and Citizens 
The challenge will be to explore ways to give citizens a greater 
voice in developing 


government policy and 
The challenge will be to more access to 


explore ways to give citizens a government services 
greater voice in developing on their terms and 
government policy and more according to their 
needs. At first, 
democracy meant 
coming together in the 
village square to 
exchange information, 
to debate and to make 
decisions of collective interest. As society became more complex 
and distance imposed limitations, representative democracy 
emerged as the most viable model to ensure a link and proper 
oversight by citizens of their political institutions. 


access to government services 
on their terms and according 
to their needs. 


On the verge of the 21st century, information technology is giving 
Canadians an opportunity to build new, more direct relations with 
their democratic and public sector institutions. Taken together, 
these reforms could give a fuller, richer meaning to the relationship 
between government and citizens. 


* 


Il 


Putting People First 


People are at the heart of successful public sector reform. Looking 
outside, reform requires a 


focus on citizens and their 
People are at the'heart of elected representatives. 


successful public sector Looking inside, reform 
reform. means focusing on public 
servants, the men and women 
whose professional life is 
committed to serving the public interest today and the men and 
women who will be called upon to do so in the future. 


Public servants are committed to serving the public interest and 
want to put their talents and their skills at the service of a worthy 
cause. Their talents are in demand outside the public service and 
can be put to use in any number of organizations. For them to join 
and maintain their commitment to a career in the public service 
means we must provide a suitable working environment and 
working conditions. 


While those who choose a career in the public service expect to 
receive fair and reasonable pay for the work they do, their 
attachment depends on a number of less tangible factors. These 
include 


- Pride in the role of the public sector in society 


* Opportunities to serve Canadians and to make an important 
contribution to Canada 
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¢ Respect for the institution and for their professional 
contribution 


¢ Room to contribute to their full potential — to learn and to be 
challenged 


To ensure that Canada can continue to rely on one of the best 
public services in the world requires 


¢ Trust between Canadians and their public sector institutions 


¢ Vision on the part of parliamentarians about the role of the 
public sector in society 


¢ Respect between elected officials and public servants and a 
solid understanding of each others’ contribution and role 


¢ Partnership between the public sector, the private sector, the 
not-for-profit sectors and voluntary organizations 


La Reléve 


In my annual report a year ago, I signalled that a “quiet crisis” had 
arisen in the Public Service of Canada. It was becoming difficult to 
retain, motivate and attract people essential to the work of the 
public service. This was the result of years of downsizing and pay 
freezes, criticism, insufficient recruitment, and the premature 
departure of experienced public servants. It was a quiet crisis 
because few people were willing to talk about it and even fewer 
were doing something about it. 


A year later, while the symptoms remain, the crisis is quiet no 
more. Under the auspices of La Reléve, it is now being openly 
addressed. Public servants are taking action and they are 
responding with an ambitious program of reforms. After 12 months 
it is fair to say that the circle of people committed to making a 
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difference and to putting forward reforms is expanding in every 
department and at every level. 


In last year’s report, La Releve was described as 


¢ ‘A challenge to build a modern and vibrant institution able to 
use fully the talents of its people 


- A commitment by each and every public servant to do 
everything in their power to provide for a modern and vibrant 
organization now and in the future 


- A duty, as the guardians of the institution, to pass on to our 
successors an organization of qualified and committed staff 
ready to face the challenges of their time” 


Finally, La Reléve invited public servants to show a bias for action. 


The numerous initiatives put forward by departments, functional 
communities (such as the 

: olicy, communications, 
La Releve has given rise to tae d CA a hea ately 
an unprecedented focus on communities), and regional 
people issues in the Public councils to meet this 
Service of Canada. challenge were summarized 
in the October 1997 
document “‘La Releve. A 
Commitment to Action’’. Today, a first progress report is tabled as 
two companion documents to this report. These documents 
demonstrate that La Reléve has given rise to an unprecedented 
focus on people issues in the Public Service of Canada. Over the 
coming years, departments and agencies will provide further 
progress reports to Parliament through their annual business plans. 
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Looking Forward 

The challenges ahead are many and progress will take time. But if 
the changes and the progress that we have seen over the last 

12 months are maintained over the coming years, much more can 
be done to build a vibrant and creative institution relevant to the 
needs of Canadians — an institution capable of attracting and 
retaining the talent it requires and providing its public servants 
with rewarding and stimulating careers. 


Among the goals we must all strive to achieve are 


I. A borderless institution 

As issues become more global and more complex, and as citizens 
and the collective interest become the focus of policy development 
and service delivery, the work done by public sector employees is 
changing. The issues require 


¢ The expertise and simultaneous attention of several 
departments or agencies 


* Public servants who can bring to bear a diversity of knowledge 
and experience 


To respond to this challenge, the Public Service of Canada must | 
become a borderless institution. _ 
This does not mean it has 
organizations without structure, 
without legislative frameworks 

or without accountability. 

Rather, it is an institution 
committed to reducing the 

barriers to the flow of ideas and 
information within and among 
public sector organizations. Some of the barriers are physical, 

others are built into our information systems, but most are cultural. 
The cultural barriers are the most difficult to overcome. 


The Public Service of 
| Canada is committed to 


reducing the barriers to 
the flow of ideas. 
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A borderless institution 


¢ Focuses on the big picture and has a culture oriented to 
attaining collective goals, not just individual objectives 


¢ Enhances the exchange of ideas and information among 
organizations within and outside the institution 


- Supports and encourages teamwork and co-operation among 
organizations 


- Encourages the mobility of its people within and outside the 
public service, in order to broaden their experience and 
expertise and prepare them for the future 


2. A learning organization 
Most of the La Reléve plans submitted by departments, functional 
groups and regional councils 
The Public Service of pave Hetonsiatey 

4 commitment to training and 
Canada requires a development. Assignment 
transformation in its programs, mentoring and 
people, its culture and coaching initiatives and 
its leadership. training and development 
activities are being put in place. 
This gives us the base to move 
to amore difficult challenge. The Public Service of Canada must 
become a continuous learning organization. It is still far from that 
goal — it requires a transformation in its people, its culture and its 
leadership. 


The challenge of becoming a learning organization requires that we 
go beyond the provision of training and development. A learning 
organization 
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° Recognizes that it is not perfect — it will make mistakes, but it 
is able through self-correcting measures to avoid repeating 
them 


° Is able to generate new ideas and to acquire new and useful 
ideas generated elsewhere 


- Disseminates knowledge and insight to multiply and expand 
their potential applications 


* Modifies its behaviour to reflect new knowledge and insight 


3. Effective leadership 

Building an open, borderless, learning organization requires 
everyone to change — managers, supervisors, and employees. And 
it needs leadership. 


A growing number of public servants are “knowledge workers.” 
This means that they own the most important resource of the 
organization — their know-how and their ability to innovate. This 
has implications for all public servants. 


First, it changes the traditional concept of employee. In the past, 
employees worked in a relatively predictable environment and 
were generally clear about what was expected of them. A learning 
and knowledge-based organization is much more fluid and 
unpredictable. Employees are expected to look for solutions, 
contribute ideas, share information with others, innovateand make 
a contribution. They are also expected to share with their home 
organization a responsibility for keeping their skills, knowledge 
and expertise current and for contributing to the development of 
others. 


Second, it challenges the traditional concept of management. All 
managers exercise power and authority. They set priorities, 
organize work and are accountable for results. This will continue to 
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be the case. However, in a learning organization, the way in which 
managers achieve results and get the best from everyone is very 
different. 


With all the power and authority in the world, one cannot 
“command and control” creativity and innovation. One cannot 
“order” new results to emerge. A new approach to management is 
called for. This approach requires a climate of trust, encourages 
collaboration and favours inclusiveness. It recognizes the 
importance of sharing power in exchange for having everyone gain 
a greater sense of collective responsibility. This management 
model is much more complex than the one we inherited from the 
industrial era. 


As we change to a learning and knowledge-based organization, the 
Public Service of Canada 
needs champions and leaders. 
The Public Service of | A leader is the person who 
Canada needs champions guides the efforts of a group 
and leaders. toward a result beyond its 
current reach. Leaders are not 
necessarily managers — they 
can come from anywhere in the organization. And no leaders lead 
all the time. They know how to follow the lead of others and rely 
on the strength of others. Human qualities — not position or title 
— make a leader. The signs of outstanding leadership are found 
among the followers, for without them there would be no leaders. 


Effective leaders 


- Have asense of direction. They are confident in their beliefs 
and values and have a clear sense of purpose. 


- Are the servants of their followers. They liberate the energy 
and talent of others, allow their ideas to flow, and help them 
reach and extend their potential. 
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- Free the potential of others. They understand that leadership is 
required at all levels and in all workplaces, and they allow 
others to discover their own leadership potential. 


* Foster inclusiveness. By being flexible and open-minded, they 
encourage others to join in and to be part of a collective effort. 
They listen and foster two-way communication. 


* Value and support people. People want to make a difference, to 
be proud of their results and to be recognized for what they do. 
Leaders help to create an environment which satisfies these 
needs, builds on diversity and allows people to contribute to 
their fullest. Leaders recognize other people’s contribution to 
common goals. 


The Public Service of Canada has always had great leaders 
throughout its ranks. Some of them were managers, and their | 
leadership qualities magnified the impact of their work. Many 
more were professional, technical, operational, administrative or 
support staff. Their leadership qualities allowed them to bring 
about results that most of their colleagues initially believed were 
beyond their reach. 


To become a continous learning organization requires that we | 
understand the importance of leadership at all levels in the | 
organization and that we learn to detect, support and develop 

people who have leadership qualities. Many of the initiatives in the 
La Releve action plans aim to do just that. 


Conclusion 

As we come close to the end of the 20th century, there is growing 
recognition that a well-performing public sector is a national 
institution that makes a significant contribution to the performance 
of a nation and the well-being of citizens. 
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¢ International agencies, such as the World Bank, the 
Organisation for Economic Co-operation and Development, 
and the International Monetary Fund, are placing increasing 
emphasis on the importance of good governance and sound 
public administration as essential preconditions for stable 
economic growth. 


¢ Business leaders, academics and others have also begun to 
recognize the importance of good governance and sound public 
administration to a nation’s international competitive position. 


To grow and prosper, countries need a strong private sector to 
support a market economy, a strong voluntary and not-for-profit 
sector to support communities, and a strong public sector to 
support democracy. All are complementary and inextricably 
linked. 


For the Public Service of Canada to play an effective role in 
Canada’s future, we need an openness to re-examine the way we 
work and a willingness to act on the conclusions we draw in the 
search for innovative ways to serve citizens and their elected 
representatives. Continued effort and sustained attention to the 
challenges set out in this report should help ensure that the Public 
Service of Canada will maintain its ability to attract the talent it 
requires, to motivate and reward its employees, and to retain the 
knowledge, know-how and expertise needed to make an important 
contribution to Canada’s future. 
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